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Quotable Quotes 


Allah’ loves, when one of you is doing something, that he [or she] 
does it in the most excellent manner. 


~ Prophet Muhammad (p)! 


Ajoumey of a thousand miles must begin with a single step. 
— Chinese proverb, Lao Tzu 


You've got to come up with a plan. You can't wish things will get 
better.’ 


— Jack Welch, General Electric 


bn Abbas (ra)* reported that when Allah's Messenger was asked 
about the major sins, he replied; "Associating partners with Allah 
(sw)* (shirk), despairing of Allah's Mercy, and believing that one 
is safe from Allah's Plan.” 


Not a single dawn breaks out without two angels calling out: 
“O Son of Adam! | am a new day and | witness your actions, 
so make the best out of me because | will never come back 
until the Day of Judgment." 


— Prophet Muhammad 
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Preface 


There ica ig fa "overtone do ln ob they just fal to plan” Many Islamic 
‘organizations and businesses are known for their lack of planning and their inconsistent, shot- 
term focus, Were they to examine Gosely Prophet Muhammad's sirah (the study of the fe of 
the Prophet), they would realize that he understood and used strategy throughout his life. 
Having taught, researched, and consulted in strategy for almost two decades. |am addressing 
this book to you, as @ Muslim leader, board member, or businessperson: Insha’ Allah, this book 
will help you think and act proactively. The strategic planning and implementation process 
described here can be used in the context of any islamic organization, whether its for-profit or 
ot-for-profit, a business, an Islamic center, or @ mosque. While this book specifically targets 
{slamic organizations, namely any organization run by Muslims in accordance to Islamic prin- 
ples. | have also used the material in this book to help out people of other faith-based com- 
‘munities in their own strategic planning. Good work to serve the Creator and to help feow 
human beings should be as eflective as possible. 

| would like to acknowledge the contributions of Dr. Ahmad Sakr, Rushdi Siddiqui (director, 
Dow Jones Islamic Index), Raf-uddin Shikoh (editor, www.dinarstandard.com [a global Istarnic 
business website). and Dr. Iqbal Unus (Intemational Institute of Islamic Thought (INT), Dr 
Jamal Barzinj (chairman, WIT) gently advised and coaxed me to finish this project, At IT, Jay 
Witoughby, my longstanding editor, patiently read through and subjected my work 10 his 
incisive yet helpful critical scrutiny | also thank the many Islamic organizations and business- 
(95 across many countries and several continents that alowed me to work with them anid to 
refine the subject matter gathered over almost a decade: specifically, Manzoor Ghor (chait= 
‘man, Indian Muslim Relief and Charites), Dr. Faroque Khan (president, Islamic Center of Long, 
Island), and Nihad Awad (executive director, Counci of American Istamic Relations) have been 
Joint collaborators in some of the successful strategic plans | have included as examples in this, 
book. Finally, | want to thank my wife Nadiah, whose constancy. patience, and special under- 
standing of my needs have always made it possible for me to achieve beyond my meager 
capabilities by the Grace of Allah, 

‘Years ago, when | was a teenager growing up in Rose-Hil, Mauntius, two ile-ong students 
Of Islam, Dada Fowdar and his friend Bhai Ahmed Atchia, took the time to discuss Isiam with 
_me and to teach me how to appreciate Allah's infinite wisdom and perfect logic, Muhib Durrani 
‘and Mohamed Saad, my role models and thends, have since inspired me to serve my Creator 
‘and Sustainer, Allah. | am in their debt eternally, and so dedicate this book to them. 

| accept responsibilty for any mistake in this book Any good in this book is from Alah; any 
mistake is mine, Please e-mail me at nib19@columbia edu with your feedback or write to me 
at the address given below. Allah the Almighty knows best. Subhana Rabbi wa bihamdlh 
(Glorified is my Lord with all praise due to Him), 


Rafik |, Beekun 
‘Managerial Sciences Department, MS 28 

College of Business Administration 
University of Nevada, Reno, NV, 89557-0206, USA 
13 Rajab 1427 AH / 7 August 2006 
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2 this book is aimed both at for-profit and not-for-profit Islamic organizations, you may 
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Important part. In general, however, most of the techriques described in this book apply 


aly well to both types of Islamic org 


WHAT IS 
STRATEGIC 
MANAGEMENT? 


Strategic Planning in the Bible, the Qur’an, and the Sirah 


Even before the Qur'an was revealed,’ we find Biblical support for 
strategic planning.’ Moses (as),’ 3 consummate strategist who led the 
nation of Israel out of Egypt, grappled with his role as leader, His 
father-in-taw Jethro (Shu'ayb) understood his plight and taught him 
strategic human resource planning, namely, how to manage his work 
by delegating parts of it according to a wellestablished hierarchy, 
In the Bible, each of Israet’s twolve tribes had separate areas in the 
‘camp, their own leaders, and specific responsibilities. Each tribe dealt 
with the day-to-day issues, while Moses focused on getting them to 
their overall goal 

Prophet David was a superb strategic thinker who understood strat- 
egy even while stil a youth. For example, he did not attack Goliath's 
strengths but was inspired by Allah to altack his weakness, Prophet 
Joseph also used strategy very effectively, In Surah Yusuf, he planned a 
Scenario that would shame his brothers into repentance. By placing a 
inking cup in one of his brothers’ saddlebag and accusing them of theft, 
he prompted them to admit their real crime and deal with their past mis- 
‘deed. Finally, 8s pointed out by Altai, Prophet Noah reacted in a proac- 
tive strategic manner by building the ark before the flood, selecting pairs 
‘of animals, and working collaboratively with the believers. 

This strategic awareness shown by the prophets is but a reflection 
of the planning of the Supreme Strategist. the One whose Message 
they were spreading. Repeatedly, the Qur'an reminds us that Allah is 
the best planner. For example, Allah talks about His planning (Qur'an, 
86:15) or the signs of His Perfect Plan. For example, He refers to the 
careful crating of the natural environment as one of His signs 


cet 
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“There is no 
intelligence 
greater than 
planning” 
~ Prophet 
Muhammad 
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Do you not see that Allan sends down rain from the 
sky? With it, We then bring out produce of various colors. In 
adattion, in the mountains are tracts white and red, of various 
shades of color and black, intense in hue. And so among 
men and crawling creatures and cattle are they of various 
colors. Those truly fear Allah among His Servants who 
have knowledge: For Allah is exalted in Might, Oft-Forgiving. 
(Qur'an, 35:27-28) 


His Plan encompasses everything. No matler haw perfectly one may 
plan, Allah is the Decider, 


CD banaslt byait Sy St jee Sob SO tee iL 
Didd they, then, feel secure against Allah's Plan? But no one 


can feel secure against the Plan of Allah except those 
(doomed) to ruin! (Qur'an, 7:99) 


Pharaoh's relentiess pursuit of Moses and the Israelites, the selt- 
‘serving plan of Joseph's brothers to kill him, and Zulaykha’s cunning 
‘entrapment of Joseph are examples of how Allah's Plan defeated 
those of various individuals. The stones of 'Ad (Qur'an, surah 11) and 
Thamud (Qur'an, surah 7) also remind us of the plight of nations 
that were destroyed when they became arrogant and transgressed 
the limits that He had set for humanity 

The fact of Allah’s plan should not deter us from planning, as long 
a5 we acknowledge His supremacy. In many circumstances, planning 
{is helpful and may provide an advantage This is why Prophet 
Muhammad said: “There is no intelligence greater than planning.” 
Many incidents in his Me reflected strategic planning: the migrants 
from Makkah to Madinah in September 622 CE followed a route that 
was exactly the opposite of what his pursuers had anticipated. 
Inspired by Allah, he concluded the treaty of Hudaybiyyah, which 
tumed out to be a clear victory for the Muslims and provided @ much- 
needed strategic, short-term respite. Immediately after agreeing to 
this treaty, he preempted the Companions’ apparent lethargy by 
following the advice of one of his wives, Umm Selamah, to slaughter 
‘his sacnificial animal first. Positioning the Muslims’ army, draining the 
well at Badr, positioning the Muslim archers on Badr’s hills, and using 
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the trench as a defensive technique at Khandaq are vivid testimonies 
of the Prophet's appreciation of planning and stratagems. 


Shari and Tabi Principles of Strategic Planning 


Tab” principles 
relate to the 
mundane 
where man 
applies 

reason and 
experience to 
un his daily 
business 
whereas shar 
principles 
convey the 
Divine rules 
that man must 
observe 
simultaneously, 


Strategie Planning and Implamentation fs Islan 


‘The Shari'ah clearly describes the efficient and effective conduct 
of Islamic for-profit and not-for-profit organizations as being encom- 
passed within the concept of ihsan (excellence). When Islamic 
organizations seek to incorporate Islamic values in their modus 
operandi, they resort to the Shari'ah’s guidelines. However, the 
‘Shari'ah does not enunciate operationally how an organization is to 
achieve sustainable competitive advantage in a highly turbulent, 
hypercompetitive environment. Rosly draws a distinction between 
shar'i and tab? principles in business strategy 

‘Overall, the strategic conduct of any Islamic business can be seg- 
mented into two areas: shar and tab’. As Rosly indicates, "The 
Tabi’ principles (i.e., the rational. and empirical ~ an aspect of dunya 
[the world)) relate to the mundane where man applies reason and 
‘experience to run his daily business, while the Shar? principles (1, 
‘Allah's command) convey the Divine rules that man must observe 
[while] doing the same, Both shall remain inseparable, The rational 
‘and empirical are driven by the spiritual values of the Qur’an"” 

Since the shari principles are derived from the Qur'an and the 
Sunnah, they are common in all aspects of business transactions: 
Islamic banking, treatment of employees, conduct of partnerships, 
‘and 80 on, These principles originating from Allah separate the halal 
(lawful) from the haram (forbidden) and are intended to foster justice 
(adalah) in business transactions, When those engaged in business 
behave according to the Shari‘ah’s principles, they are fulfiling the 
akhirah’s (Hereafter) requirements of the Islamic worldview. 

While the Shart‘ah’s principles describe how Islamic transactions 
are to be conducted in a just and equitable manner, other dimensions 
of market activity need not depend on explicit divine guidance. This is 
the tab’ (natural) aspect of market activities that defines efficiency and, 
therefore, performance. itis nature's way. Tabi values, which are uni- 
versal, can be used by all people, respective of faith and belief. For 
‘example, a company can increase output by reducing per unit costs, in 
economics and in manufacturing, this process is known to achieve 
‘economies of scale, To increase sales, a business should first conduct 
market research. To manage a complex muit-bilion dollar project, it 
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should use such project management techniques as PERT (Program 
Evaluation Review Technique). The tabi’ aspect of a business cannot 
‘be ignored, even when it runs under an Islamic label, for both Muslims 
‘and non-Muslims are expected to obey it ts use Is not so much about 
faith (Jman) as itis about efficiency and competence ~ although ethics 
(akhiag) always apply to Muslims’ conduct. 

‘Thus, when mapping out a strategy, one notices that the Shari'ah does 
ot describe the stralagic management process and its associated tech- 
rhiques, and that Shar'ah scholars are not trained to be strategy experts, 
‘They can only help business people keep the halal distinct from the haram 
based on Quranic Injunctions. Consider the case of Islamic financial 
planning: After screening for halal and haram investment instruments and 
‘areas, the tabi aspects become dominant process criteria in terms of the 
price-eamings ratio, return on investment, eamings per share, and other 
financial performance measures. 

Similarly, as an Islamic organization seeks to develop and imple- 
‘ment its strategy using fab/ principles, it must always make sure that 
It observes shar'i principles. As Rosly stresses,” knowledge derived 
from non-divine sources (i.e., human) cannot be downgraded as 
‘ungodly, for the “ag! (reason) is also divine in nature, Humanity can 
discover Allah by thinking about and contemplating His Signs. The ‘agi 
powerful instrument to explain the nature and, therefore, the 
Greatness of Allah. However, if it is deprived of divine guidance, 


Key Concepts in Strategic Management 


Strategic 
management 
asks thre 
basic quetions: 
Where are we 
going? Where 
could we be 
going? How do 
we get there? 


Strategic management deals with the organization's behavior within 
its external market, and its intemal roles, processes, structure, and 
decisions in order to enable the organization to function at its peak 
within that extemal environment.” Strategic management asks three 
basic questions: Where are we going? Where could we be going? 
How do we get there?® 

Strategic management involves both strategy formulation and strat- 
egy implementation. The two primary phases of strategy formulation 
are commonly referred to as strategic planning and tactical or opera- 
tional planning. Formulating either a strategic or an operational plan 
is relatively easy, given that anyone can sit down and come up with a 
‘wonderful list of resolutions or goals. But implementing a plan is much 
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Strategic 
planning is the 
process by 
which organi: 
zation decision- 
makers 
dotermine 
where the 
‘organization 

is heading, 
what its self: 
concept is, 
what its long- 
term priorities 
ave and how it 
will achieve 
them. 


‘more challenging, and this 1s where the most effective organizations 
— whether Muslim or not ~ engage in stralegy-supportive action. 

Jn contrast, a typical Islamic organization rarely transitions to imple~ 
mentation.” It often forgets that strategic thinking needs to be built into 
‘everything it does. In each of its actions and activites, you and your 
‘organization need to be strategically aware and ask how this action or 
activity relates to your overall strategy and how it brings you closer to 
‘our ultimate aim: serving the Creator. 

‘Strategic planning can be defined as “the process by which the guid- 
ng members of an organization envision its future and develop the nec- 
‘essary procedures and operations to achieve thal future." Bryson 
regards it as “a disciplined effort to produce fundamental decisions and 
actions that shape and guide what an organization is, what it does, and 
why it does it" When these definitions are taken together, we notice 
cortain key elements, Strategic planning 

+ Encompasses decisions and actions that have @ long-term 
impact, 

+ Isa process that enables decision makers to be proactive, 

+ Involves identilying the organization's idealized potential and 
working toward i and 

+ Provides a framework that allows for internal consistency 
‘among all of the decisions and activities of the organization's 
various sections. 

‘An operational plan builds upon the strategic plan emerging from the 
strategic planning process and focuses on specific short-term actions 
and results. After developing 3 strategic and an operational plan, you 
implement your strategy by acting upon it. Remember that there is no 
such thing as a perfect strategic plan; an organization that spends too 
much time perfecting a plan is spending too little time implementing it, 
This endless fine-tuning instead of acting is referred to as “analysis- 
paralysis." How many communities have spent months or years plan- 
fing the perfect mosque location or perfecting their Islamic school 
curriculum, only to find out that they have lost a whole generation of 
‘Muslim youths who could wait no longer? As General Patton once said, 
“A.good plan executed today is better than a perfect plan implemented 
next week." 


Why Strategic Management? 


Strategic management is important because, if property planned, exe- 
cuted, and monitored, it faciitates the move toward excellence in the nun- 


‘ing of an organization. in particular, strategic management: 


The concept of 
ihsan demands 
that Muslims: 
achieve exci 
lence in every 
halal endeavor 
they engage in 


Enhances the organization's abilty to be proactive, anticipate 
problems, and stay focused on both the future and the present. 
Allows decisions to be based on the best altematives, since they 
stem from the group's consensus (shura). Therefore, it encour- 
‘ages the best possible judgment based on what is frequently very 
Ite information. 

Improves the partcipants’ understanding and motivations, since 
they are folowing a clear and consistent vision. 

Instits unity and intemal consistency among all decisions and 
actions, 

Provides a cognitive frame of reference to guide decision makers, 
‘ven if the situation on the ground makes the plan obsolete, 
Facitates strategy Implementation and decreases resistance to 
‘change. This advantage is similar to what is derived from the con- 
sutave dimension of Theory Z (Japanese management) 
Japanese managers discovered that when they involve personnel 
In the decisions that aflect them and include their insights and sug- 
‘gestions, implementation is smoother and faster, Similarty, involv- 
ing personnel during the strategy formulation stage facilitates 
strategy implementation 

Helps to channel resources to the ciiical areas, according to your 
‘strategic plan's long-term prionties, and to areas where you Will 
‘s0e the most effective results 

Incorporates strategic thinking into your organization's way of 
doing things, and provides a template for determining which 
‘aspects of the extemal environment matter the most 

Integrates a proactive and disciplined stance into the organization, 
and, 

Takes into account the long-term consequences of current 
decisions. 


In our quest to serve Allah, one of strategic management's most 
Important goals is to attain excellence. Shaddad ibn Aws relates, in Sahih 


vena 


One of 
the major 
drawbacks 

of Islamic 
organizations 
is an emphasis 
on the good 
old boy's 
network, oF 
sabiyyah. 


‘Musiim (hadith no. 4810), that Prophet Muhammad taught: "God has 
‘ordained excellence in everything [..)"* In this regard, the Qur'an 
‘emphasizes that one’s reward should be commensurate with one's effort 
(Qur'an 3:136, 987, and 48:19). This rule applies to the immediate 
reward in this Me as well as the defored reward in the Hereafter: One's 
work is rewarded not only by other people, but also by Allah (Qur'an, 
50:30). 

This idea of isan correlates with the concept of a sustainable 
competitive advantage (SCA). In the corporate world, achieving SCA 
‘means that @ firm occupies an industry position that leads to superior 
performance over 10 or more years.” SCA is not easy to achieve, Many 
Islamic insthutions have short bursts of excellent performance, but then 
dwindle to mediocrity and barely Inger on belore vanishing. SCA is 
achieved by outliers, those few that take time to be strategically aware 
‘and pursue excellence in a determined and relentiess manner, Two 
‘excolient examples of such organizations are the Council of American 
{stamic Relations (CAIR: www.cair-neLorg) and Indian Muslim Relief ang 
Charities (IMRC: www imre.ws). When the performance of Islamic inst- 
tutions is examined over several years, i lends fo regress toward the 
mean. According to Hawawini, Subramanian, and Verdin,” only a small 
minonty of firms achioves a sustainable compettive advantage. 
Amazingly, these excellent companies are rarely the ones seeking the 
public lelight, and their leaders ty to avoid being put on a pedestal." 
Similarly, although the Islamic Society of North America (ISNA: 
wwwisnanet) and the Muslim Students’ Association of the USA and 
Canada (MSA: wwwmsanational.org) have in the past achieved great 
sucness by the Grace of Allah, the organizations that have recently 
‘excalled in North America are relatively small and new: CAIR and MRC. 

Explanations for the inabilty of once-eading Islamic organizations 
and businesses to achieve excellence or SCA are many and obvious 
“These reasons include: 

+ Alack of attention to and understanding of strategic manage- 

ment, 

+ An overty narrow understanding and application of the Qur'an 
‘and the Prophet's sirah (e.g.. should Muslims living in a nan- 
‘Muslim country become involved in poltics and other issues?) 

+ Structural and cultural inertia, 

+ Structure of the niche or domain (being more monopolistic or 


The Prophet 
‘engaged in 
‘down board” 
thinking 
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‘+ Leadership succession with an emphasis on dynasty, a good old 
bboys' network, or ‘asabiyyah (parochial loyalty to one's group, 
fan, oF tribe), 

* Poor use of inadequate resources, 

+ Living in the past and focusing solely on past achievements, 

*  nabilty to adapt to @ changing environment, and to respond 
to, the changing needs of both Muslims and people from other 
faith-based communities, 

+ An apathetic and aging membership, and 

+ Obsolete competencies, including a distrust of modern tech- 
nology. 

Unfortunately, these reasons tend to apply to many Islamic and non- 
Islamic organizations throughout the world. 

To reverse their organizational sclerosis, Islamic leaders must master 
sirategic management so that they can enhance their abit to engage in 
“down-board,” as oppased to immediate, thinking.” For example, workd- 
‘class soccer players not only think about their immediate moves, but also 
ook “down board” by anticipating their opponents’ tkely responses to their 
moves and thus think several moves ahead. Strategic planning is quite 
‘similar; Planners must look down-board, assess the implications of their 
‘plans, and then formulate additional plans based on those contingencies, 
‘An excellent example ofthis took place in 4 av, when the Prophet sought 
he Banu Nadir tribe's help." Wile among them, he found out that they 
‘were planning to kill him right then and there. Knowing that he had to take 
decisive action, the Prophet left their settlement on the outskirts of 
‘Madinah, retumed to the city’s center, summoned Muhammad ion 
‘Maslamah, and told him to inform the Banu Nadir that they had to leave 
Madinah within ten days because of their treacherous behavior, This 
proactive strategic stance preempted major future problems. 


Management Model 


‘Our model of strategic management integrates across a number of 
‘models currently available, but also stresses Islamic values and beliefs 
at its core. This model (figure 1) fs ontented toward Islamic organiza- 
tions, whether for-profit or nonprofit. Unlike other models, it cavers both 
strategy formulaton and implementation, as well as performance 
assessment, and emphasizes ethics monitoring and adjustment. For a 
non-profit Islamic organization or & Muslim business, this emphasis 
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Figure 1 
The Strategic Management Process for an Islamic Organization 


Develop 
Perform Develop Operational 
‘WoT Vision and Pian 
Analyss and Mission (Targets and 
(Culture Audit Statements Resources) 


Operational 
Plans 


Evaluate 
[ee toe Rimes Beapan Canoe OT ed ana oO aa oo eewea ar > be el pee ea] Performance| 


‘and Adjust 


permeates the entire strategic management process, for work is consid- 
fered part of a Muslim's “ibadah (worship). 

The eight tasks of strategic management include the strategy forrmula- 

The strategic NON Phase (vz, conducting a SWOT analysis, developing a vision and a 

management 880. isting one's goals or strategic priorities, developing long-term 

process isan ob/€ctives and strategies, formulating shorter-term objectives or targets, 


evolutionary «474 @ssessing resource needs) and the strategy implementation phase 
and dynamic (viz., matching the organization structure, culture, and leadership to the 
process that -_Stalagic and aperational plans, and, finally. evaluation and adjustment), 
never stops Typically, hese eight tasks are sequential. However, they can be revis: 
mace ted if they need to be re-calibrated Hence, the strategic management 
initiated. Process §s an evolutionary, not a linear, process thal never stops. The end 


product of the strategic planning phase is an integrative yet flexible plan, 
This, then, is where the strategy implementation phase starts, 


Each task listed in the stratagic management model will be analyzed in its 
‘own chapter. Now, | present a glossary” of key strategic management terms: 


Glossary of Key Strategy Terms 


Vision Statement 


Mission Statement 


Goals 


Objectives 


‘An idealized expression of what the organi- 
zation seeks to become in the future; a view 
‘of an organization's future direction. 


A statement reflecting what the organization 
seeks to do for a specific group of cus- 
tomers, and how distinctive its contribution 
will be. 


The strategic issues/prioniy areas where the 
‘organization intends to focus its attention 
‘and resources. Goals need to be clearly 
linked to the mission statement 


Strategies explain how we are going to get 
from where we are now to where we envision 
ourselves to be in the future. Strategies are 
Crafted at diferent managerial levels: organi- 
zational or corporate level strategies. divi- 
sional (strategic business units) strategies, 
functional strategies, and operating strato. 
gies. Each level of strategy has different 
concerns, 


Objectives are tied to specific goals and repre- 
sent a managerial commitment lo producng 
specified resutts in a speciied time frame, 
They spell out how much of what kind of per- 
formance by when, There may be multiple 
objectives for each goal 


‘A measurement of efficiency, economy, or 
‘etlectiveness linked 10 a specific objective, 


Labor hours, resources, equipment, or sup- 
plies ~ in short, whatever it takes fo produce 
of a product or service 


Units of products (including services) of an 
activity, 


The resulting effect (impact) of an output's 
use/application, 
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Efficiency Maximum output for a fixed input, or minimum 
input for a fixed output. Efficency is always a 
ralio indicator. 

Economy ‘Quantity of outputs or inputs of a certain quality 
level obtained at the minimum cost. Economy is 
2 subset of efficiency. 

Effectiveness The delivery of a quality product or service that 
meets the needs of its intended customers or 
stakeholders, 


‘Stakeholder Organizations, groups, or individuals (both inter- 
nal and external) with an interest in the operation 
andlor success of the organization (or division or 
functional area) delivering a product or service, 

Customer Organizations, groups, oF individuals using the 
products or services of an organization (division 
or functional area} Customers can be either inter- 
nal or external. 


Pitfalls of Strategic Management 


Strategic management, tke any other management technique, does not 
uaraniee success and thus needs to be implemented wisely, The SPC 
(strategic planning committee) or the organization's leadership can aasily 
fall victim to the following pitfalls f they are not cautious: 

+ Spiiting planning from other management tasks (the fallacy of 
detachment). Many Musim organizations involved in strategic 
Planning think that planners are separale or sometimes even 
“better” than implementers, When this takes place, planners 
can easily dream up unachievable plans that others wall have to 
‘implement. Another example is when planners feel that they know 
“best” about everything because they have been there the 
“longest” or have contributed the most financially since the organ- 
ization was established. 
‘Overemphasizing a myopic, number-crunching approach (the fal- 
lacy of formalization). As Grant points out. the systematization aris- 
ing from formal procedures hampers flexibilty and organizational 
Jeaming* Islamic organizations often use an overly complex, 
‘quantitative approach to strategic planning. Numbers can serve 
85.2 guide, but they cannot be the sole basis of deciding an orga- 
rization’s long-term direction. 


Strategic 
planning Is 
simply ‘tying 
our camel, 
‘and putting our 
trust in Allah 
(tawakkuh 


TUGIC MANAGEMENT 


Demanding unattainable results from subordinates or followers 
‘When decision-makers set up goals that are too optimistic or that 
require resources that implementers lack or have no control over, 
itis tkely that these results are simply unrealistic. Demanding that 
results be achieved no matter what can lead to discouragement 
rebellion, or even leamed helplessness. An Islamic Sunday 
‘school is unlikely to succeed ifit has only one teacher, 75 students 
{ot varying ages and levels of preparation), and no support staff 
Being unable to adapt to rapidly changing environments. Leaders 
of Islamic: organizations often assume that their strategic plan 1s 
immutable, and so are reluctant to adjust it. This absolutist 
‘approach 10 strategic management is a serious miscalculation, 
because extemal stakeholders will often counter the organization's 
Strategic plan. Uniess some flexbity is built into the plan, very Ite 
wil be accomplished. intemal stahehokjers may also resist change 
‘and engage in delaying tactics, such 3s stonewalling changes until 
the overty vocal or active leader or board member can be voted 
out of office. Several decades ago, the U.S. State Department fell 
‘victim to this problem when career diplomats simply waited out the 
political appointee who was their temporary boss and did not imple- 
‘ment any of his changes. 

Drowning in data. One can get so enamored with data gathering 
that he or she may forget that the emphasis is on getting work 
done in an organized framework as outined by a strategic plan 
‘As a result. one Islamic organization that | know of gathered 50 
‘much data that it rarely had enough time to distil it into any usable 
information. Moreover, its leaders did not have the statistical 
expertise to analyze the data adequately 

The fallacy of prediction. The extemal environment cannot be 
‘predicted. in Islam. only Allah knows the future with certainty, and 
“prediction” is, at best, an inexact art. Quite @ few organizations 
believe that they have more insight into the course of future 
events than they actually have. As a result, they are offen sur- 
prised when only very litle of what they “predicted” actually 
happens. As Muslims, we do what the Prophet suggested: Tie our 
camel and trust in Allah. Strategic planning is simply tying our 
‘camel, and the rest is tawakkul (putting our trust in Allah). | wil 
discuss this concept of tawakkul in a later chapter. 
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A stakeholder 
Is anyone or 
any party who 
has a claim or 
interest in what 
3 organiza 
tion does. 


jon is ready, Be sure not 


ization, first determine whether the organi 


to gloss over the preparations during the pre-planning stage 


Readiness for strategic planning is difficull lo ascertain, Generally, 


means that the organization's key stakeholders (eg., the board of 


Girectors, the leader, the major donors or investors, or the primary orga 
nizational participants) have decided to commit the necessary time and 
resources to engage in the strategic management process, thal every 
‘one supports the process, that the resulting decisions will be respect: 
ed and not sabotaged, and that the most competent and appropriate 
people will be empowered to see the plan through. Mentocracy, rather 


than ‘asabiyyah or even nepotism based on family or friendship, will be 


emphasized This is consistent with the Prophet's following hadith 


Whoever delegates a position to someone whereas he sees 


someone else as more 


has cheated Allah and His Apostle and all the Muslims, 


ompetent (for the position), verily he 


This nadith refers to the most competent person, without selectively 


attributing competence to men. Some Islamic organizations consis- 


tently overlook, downplay, or even ignore our sisters’ contributions, 


forgatting that Khadija was a very successful businesswoman before 


Setting up an 
appropriate 
Strategic 
Planning 
Committee 
(SPC) is 
critical to 
effective 
strategic 
planning and 
implementation. 


she mamned the Prophet and thal Aisha made an everlasting contribu- 
tion to numerous hadiths, Sisters like Aisha Lemu in Nigeria or Amina 
Assilmi in North Amenica have made positive contributions to the Islamic 
landscape in their own countries and worldwide 

‘Once your organization demonstrates its readiness for the strategic 
management process, you and the other decision makers need to 
decide who will be involved. what are the planning and implementation 
timelines, how to evaluate performance based on the plan, and what 
financial or other resources will be needed. The Strategic Planning 
Committee (SPC) members will contribute both to the strategic planning 
process’ quality as well as to the quality of the plan's final version 
W some resources are unavailable, the SPC members will have to 
consider how and by whom the available resources will be procured 
‘and when they will be made avaiable. 

Overall, you must assess a prion if the organization is truly committed 
to the strategic management process. If the requisite willingness is 
Present, use the shura process to appoint the SPC's members. Then, 
‘educate them about the strategic management process. 


Commitment Toward the Strategic Management Process 


Islamic 
organizations 
in the West 
have very 
diverse 
members 
originating 
from countries 
oral 

with diverse 
cultural values 
and norms. 
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‘Any major organizational change requires the commitment of the orga- 
nization’s leadership. Adopting the strategic management process 
‘one of the most demanding and intrusive changes that any organization 
can make. Unless top-level commitment is present, all strategies or 
macro-levet change programs adopted will be unsuccessful, 

Key variables that aflect an organization's commitment to change are 
previous experience with organizational change attempts, the leadership's 
attitude to change (proactive vs. reactive), and tolerance for change with- 
in the organizational and national culture. Some organizations have a fluid 
Internat environment, due to the introduction of multiple change programs, 
and therefore are less afraid of strategic change, Others that are more 
bureaucratic and quite set in their ways view any type of change as a 
ttweat. People who attend the mosque or who work in a business are often, 
from different generations and hold a different set of priorities. They may 
have dificully communicating peaceably, Some countries have a culture 
that is less tolerant of change or high in uncertainty avoidance,’ while oth: 
ers may have a culture that is high in power distance (\e., blind obedience 
to thelr superiors). Thus, when such diverse groups come together in @ 
‘common setting, such as an Islamic center or a global organization like 


IIFSO (the Intemational Islamic Federation of Student Organizations), 
leaders must devise strategies that will transcend these cultural differ- 
ences, 

Independent of thelr previous experience with change attempts and 
their organization's tolerance for change, an organization's leaders must 
be In the forefront of the strategic management process. They must be 
absolutely committed to this new path and not view it as a fad 


Forming the SPC (Strategic Planning Committee) 


Groupthink 
takes place 
when members 
‘of a group push 
for consensus 
while 
suppressing 
‘any type of 
dissent 


In general, the SPC should have from 7 to 12 members. The larger the 
group, the less any single team member will be able to participate and 
the greater the likelinood of fragmentation and/or polarization, The exis- 
tence of opposing factions causes the decision-making process to suffer. 
In addition, larger groups make it extremely difficult to schedule joint 
meetings. 

Even with a committee composed of 7 to 12 people, the SPC's mem- 
bership should be diverse in background and expertise in order to avoid 
.groupthink.* Members of a group experiencing groupthink exhibit drive 
toward consensus that is usually achieved at any cost while dissent Is 
Suppressed. A vivid example of this dysfunctional group process took 
‘place during President Kennedy's planning to invade Cuba. The planning 
Group was So self-confident and so mesmerized by Kennedy's charis- 
matic personality that no one challenged him. As a result, the planners 
never looked at a map of Cuba. The results of this groupthink led to the 
Bay of Pigs fiasco, where the Cuban military intercepted the American 
invading forces and left them no viable escape route. To avold this poor 
TOUp practice, participants from diverse backgrounds and representing 
multiple key stakeholder segments should be pulled together to offer a 
variety of perspectives 

‘A useful technique for putting together an SPC is to conduct a stake- 
holder analysis A stakeholder is any person or group who is (ors likely) 10 
be significantly affected by your organization's actions. Identifying those 
[people and involving 2 prion those who will implement your strategic plan 
will enable you to build a common, shared frame of reference and encour- 
‘age everyone on the team to pull together and work toward @ unified direc- 
tion. However, stakeholders are not to be weighed equally, they are either 
primary or secondary. Prmary stakeholders are those with whom you inter- 
‘act directly, such as your customers, Secondary stakeholders are those 
Who are on your organization's periphery and come in direct contact with 


ca 


you only intermittently (¢.g.. the public- at-large), Stakeholders can trans- 
form themselves from pnmary to secondary and vice-versa, depending 


upon the situation 
Figure 2 
Stakeholder Map 
Federa/State 
Government 
Suppters fw 
Competnans 


(Board of Truntows 
(oe Drectors 


Employees 


To make sure that no relevant stakeholders aro left out or ignored, 
consider using a stakeholder map (figure 2). When selecting SPC 
members, the following questions may be useful 

+ What is histher attitude toward the change process? 

+ What value does he/she dd to the strategic plan's overall qual- 
ity? Usually, a primary stakeholder such as your customer can be 
‘expected to provide high value-added input. Although competitors 
are primary stakeholders too, you probably would not want to 
Include them on your SPC. 

+ Is histher commitment necessary for successful implementation? 

+ What is hisiher team spirit? 

‘You may have noticed that none of the above questions focus on 

the potential SPC member's level of Islamic behavior. This is 
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because the SPC is a competence-based group, While itis desir- 
able to have stakehoklers who are practicing Muslims, they need 
not be flawless, as long as they are sincere and making an effort. 
Worksheet #1 (Appendix A. p. 164) has been designed to help you 
select SPC members, 


Preparing the SPC and the Organization 


Organization 
members resist 
change not 
necessarily 
because they 
oppose the 
change itself, 
but rather 
because of the 
uncertainties 
associated 
with it 


Organization members resist change not because they oppose the 
‘change itself, but because of the uncertainties associated with it The 
introduction of strategic planning and implementation is a macro-level, 
‘organizational change that is likely to create a lot of uncertainty and 
‘ntra-organizational stress. To preempt any internal and extemal resist- 
‘ance to change, communicate the whole process and possible changes 
as transparently and as understandably as possible to the relevant 
stakeholders, 
‘Once you have selected the SPC, announce the news to your mem- 
bers or stockholders. This type of communication will allow you to 
‘obtain their buy-in as well as provide you with the opportunity to seek 
their assistance and feedback duning this process. You may do any or 
ail of the following: 

+ Announce the news in the presence of the board of trustees (or 
board of directors) and the SPC chair, or with the president or 
CEO present. The latter should already be privy to the informa- 
tion about to be disclosed: do not spring the news as a “surprise * 

+ Explain the rationale for strategic planning, the tangible outputs 
‘and benefits to be derived, and how the members/stockholders 
can provide their input. Wf this process has been attempted 
before, explain why you are initiating # again and why Mt will be 
different this ime around. Stress your personal commitment to 
the strategic management process, 

+ Announce the process in the organization's official newsletter (10 
the larger public) and with a meme to request everybody's coop- 
eration (including the staf) 

+ List the SPC's members and explain why they were selected, 
Provide the name of an SPC member who can serve as a liai- 
‘son between the committee and the rest of the organization, 

+ Be clear about the projacted time frames for the strategic and 
operational plans, as well as their implementation, 

+ Ask for and answer any feedback or cancers. 


The Pledge 


Since 
implementing 

‘a strategic plan 
is hard work, 
leaders should 
encourage their 
followers even 
when they 
and stress that 
failures repre: 
sont learning 
‘opportunities 
like Khalid 

ibn Walid did 
at Mut'ah 


Make a copy of this or a similar book available to all SPC members, 
‘and place at least one copy in the mosque library for the general mem- 
bership to peruse. Keeping all of the organization's members well- 
Informed about the strategic planning process and the progress and 
irection of the planning team is essential 

Most importantly, you, as the leader. cannot simply initiate the process: 
‘and then leave the SPC on its own, Uniess you are deeply comnitted and 
hold key people responsible for the plan's subsequent implementation, 
the other members wil not take the planning process seriously. In an 
Islamic organization that | once worked with, the leader delegated the ini- 
\iatlon and implementation to a board member and then stepped back. In 
spite of my best efforts to get him involved more directly, he did not wish 
to take a more hands-on approach. The SPC's members. the remainder 
of the board, and the lower echelons in the hierarchy promptly understood 
that he was uncomfortable with the process. As a result, implementation 
has been slow and laborious. 


Prior to developing and implementing a strategic plan, it is Imperative 
thatthe leader and his/her SPC, as well as the key decision-makers and 
stakeholdors, pledge to do the following: 

1. Publicly commit themselves to the process. Announce their 
Intention at the annual general assembly or meeting of mem- 
‘bers, repeat it in the organization's newsletter/magazine, post it 
on highly visible notice boards, and describe it on the organiza- 
ton's website; 

2. Take responsibility for championing and implementing the 
plan; 

3. Provide tangible support to those who effectively implement 
their part of the plan. Even when the implementation suffers 
setbacks, the leader should encourage those who are doing 
their best to help move the strategic plan forward. In the battle 
‘of Mu'tah, Khalid fbn Walid withdrew the Muslim forces from 
the battlefield and retumed to Madinah because he realized 
that his army was outnumbered. When they reached Madinah, 
the Musfims cried out: “O you who have fled! You have fled 
from the way of Allah.” The Prophet restrained them, saying! 
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“They have not fled. They shall retum to fight, if Allah wills it” 
This encouragement proved decisive, for Muslims never lost a 
battle whenever Khalid led their army. 


Time Commitment 


An off-site 
strategic 
planning 

retreat is.a 

‘more inspiring 
venue for 
developing or 
reviewing your 
organization's 
strategic plan. 


‘The SPC and the organization's leadership must set aside adequate 
time for the strategic planning process’ initial and subsequent annu- 
al cycles. Drafting your first strategic plan can usually be done dur- 
ing an off-site retreat and may last anywhere from 2 to 7 days. 
Worksheet #2 (Appendix A. p. 165) is designed to help you organize 
the planning binder for your SPC's first strategic planning retreat 
Initiaily, the strategic planning process (involving the full-fledged 
‘development of both a strategic and an operational plan) may take 
about 2 to 3 months, with the SPC spending a total of about 50-200 
hours, The length of time required to develop both the strategic and 
the operational plans depends on the organization's size, the scope 
‘and complexity of its products or services, and its previous experi- 
ence with the strategic management process. 

In between the SPC's meetings, the staff will be on hand to compile 
the data that the committee needs. In later years, a strategic planning 
retreat of about 25-5 days should be adequate to review and adjust 
the strategic plan. Typically, the retreat should coincide with the bogin- 
hing of the new budgeting cycle 

During the initial or yearly strategic planning retreat, the SPC may 
meet anywhere, as long as itis not at the organization's site andior dur- 
Ing work hours. Offsite meetings are preferred so that interruptions and 
‘other disruptions from the work environment canbe prevented. Whether 
this is the first time a plan is being initiated or whether the organization is 
‘experienced in the planning process and doing its annual plan cycle, 
there may be @ reasonable gap of 1 week to about 1 month between 
developing the strategic plan and outining the operational plan in detai, 
This is because the people developing the strategic plan may not be the 
‘ones developing the operational plan, and thus may not have the fine- 
grained information necessary to flesh out the day-to-day operational 
details. The length of the time gap between these two undertakings is a 
function of the organization's size and the scope and complexity of what 
itdoes. 
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The Role of the Board of Directors 


Since the primary responsibilty for formulating and implementing a 
strategic plan falis on you, as the leader, together with the help of the 
SPC and your key managers/committee chairs, your organization's 
board of directors (usually called the majlis a/-shura) must supervise 
the change process implied by the strategic plan and ensure that the 
strategic management process fulfills the overall intent of the relevant 
primary stakeholders. The fallout from 9/11 in America and the July 7 
bombings in the United Kingdom, the Patriot Act or its tentacular vari- 
nts in other countries, the potential of lawsuits against the board of 
directors itself and the need for indemnification insurance require care- 
ful claniication of the board's responsibiliies, whether they are not-for- 
profit or for-profit 

Often, however, board members of leading Islamic organizations or 
mosques find it hard to meet the challenges associated with their role 
A major reason for this is because they are habitually chosen or elected 
‘on the basis of their previous contribution to the organization rather than 
their abiity to meet its future needs.” Some mosques require that poten- 
lial board members make exceedingly large monetary donations to be 
eligible ~ long after the mosque’s capital projects have been completed 
Other mosques select board members based on their ability to give a 
Khutbat (Friday sermon) ~ even after an imam has been Ned. In a 
worst-case scenario, some board members are chosen based on clan, 
family, oF nationality criteria 

respective of how your board members were selected, you are likely 
{0 submit the strategic plan to them for their review and approval before 
Initiating the implementation stage. Unfortunately, boards often operate under 
rigid constraints. Sometimes, outside directors do not have the deep inside 
knowledge necessary to propose any strategy altematives in lieu of those 
‘embedded in the strategic plan under review. At other times, the board is 
viewed as a rubber-stamp entity whose only purpose Is to confer an aura 
of legitimacy to the decisions already taken by the organization's presi- 
dent, CEO, of executive director. A board that serves at the top decision 
‘maker's whim rarely controls its own agenda and is almost never con- 
Sulted during the strategy formulation phase 

How can an Islamic organization's board of directors fulfil its over- 
Sight role more effectively? An in-depth study of boards of directors pro- 


Leaders and 
boards of 
directors must 
not use a 
hands-ott 
approach after 
the strategic 
plan is 
developed 
‘What is not 
measured and 
inspected 
will not bo 
‘accomplished. 


vides some key clues.” First, this board of directors needs comparative 
data on the organization over a specific time period (e.g., this year as 
‘compared to the previous five years) and comparative information on 
Current and future competitors. This data must not be gathered haphaz~ 
ardly, but must instead relate to a small, but information-rich set of per- 
formance indicators (to be covered in chapter 14). 

Second, the board of directors needs the time and opportunity 0 
study the organization's strategy and be able to provide meaningful 
Input. In that regard, board meetings crammed into one day and running 
over 8 hours are rarely useful. Further, quite a few Islamic organizations 
either gather a lot of relevant data that is not converted to useful infor- 
‘mation of are reluctant to provide any data to their board of directors. in 
fact, some executive directors | have encountered were quite defensive 
When asked to provide comparative data, and their organization's pres- 
ident was reluctant to press for more information. 

Third, the board of directors needs counter-power — the ability to 
"counterbalance top management."* They must have a chairman who is 
not the president. In addition, they must be able to control the meeting 
agenda and evaluate the president, the vice-presidents, and the division 
heads, as well as the executive directors, on an annual basis. Boards 
that have this type of counter-power and that have more outsider 
rather than insiders, tend to be more effective than boards that have no 
counter-power and that are dominated by insiders. Boards with little 
power tend to metamorphose into caretakers and are less likely to be 
proactive and participative." 

Finally. from an Islamic viewpoint, board members must be selected 
on the basis of their competence (see the hadith cited on page 15) 
Such competencies may require interacting with the political system, 
excelling at interfaith activities, acting as @ spokesperson to a disparate 
Set of extemal actors, including the media, and so on. 

When monitoring the strategic management process from atar, @ prop 
erty chosen and empowered board of directors does not have to challenge 
everything being proposed or undertaken — especially i the organization is 
on track. Should the organization be experiencing difficulty, its directors 
must be mare forthright and firm in onder to rectify the situation. Bitter med- 
icine may have to be administered as the board or an extemal independ- 
‘ent audit group commissioned by the board submits your organization's 
executive leadership to rigorous scrutiny 
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quick wittedness and spontaneous response to the call for 
action, and his abilty fo Keep a secret even under persistent 
‘questioning. 

A noticeable policy of the Prophet was fo bring out and 
use the special qualities and strengths of each individual 
companion of his. In deploying his companions, he was 
careful to choose the right man for the right task. This he 
did to excellent advantage in the case of Hudhayfah. One 
of the gravest problems the Muslims of Madina had to 
face was the existence in their midst of hypocrites (muna: 
fiqun) [.... Athough many of them had declared their 
acceptance of Islam, the change was only superticial and 
they continued to plot and intrigue against the Prophet and 
the Muslims. 

Because of Hudhayfoh's abiity 10 kwep 9 secret, tho 
Prophet, poace be on hi, confided in him the namos of 
the munafiqun (hypocrites) it was a weighty secret which the 
Prophet did not disclose to any other of his companions, 
He gave Hudhayfah the task of watching the movements 
of the munafiqun, following their activives, and shielding 
the Musiims from the sinister danger they represented, It was 
2 tremendous responsibilty. The munafiqun, because they 
acted i”) secrecy and because they knew all the develop- 
ments and plans of the Muslims trom within, presented a 
greater threat fo tha community than the outnght hostilty of 
the huffar 

Fram this time onwards. Hudhaytah was callod “The 
‘Koeper of the Secret of the Messenger of Allah.” Through- 
‘out his Ife, he remained faithful to his pledge not to disclose 
the names of the hypocntes. After the death of the Prophet, 
the Khalifah often came to him to seek his advice concem- 
ing their movements and activities. but he remained ight- 
lipped and cautious 


‘Although figure 1 suggests that a SWOT analysis Is done only initially, 
this really should be an ongoing activity. An organization has to monitor its 
intemal and extemal environments continuously to determine where the 
‘organization's boundaries end and where the exlemal environment 
begins, because it is offen hard to distinguish between outsiders and 
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insiders. Members of the board of directors are often appointed from the 
outside and may not necessarily be considered insiders. As a result, 
decisions about what data to gather and who should receive it need to be 
Value Made. An organization would not inadvertently want to give proprietary 
maximization _information to its competitors. 
iecinaane {in carrying out a SWOT, Islamic organizations need to focus on value 
providing ™4ximization: matching their best strengths to the most promising and 
the best value- attainable opportunities open to them.’ Value maximization also means 
added service Providing the best value-added service or product to your Key stake- 
or productto ‘Polder. you are a business, your key stakeholder is your customer, not 
‘your key _-YOUF Stockholder: f you are an Islamic center. your key stakeholders are, 
stakeholder or —_*YPically, your near-by Muslim community, the Muslim community at large, 
‘customer, 2nd the other faith-based communities. Valve-maximization requires a 
critical but difficult fit between the organization's internal configuration and 
the external environment, for this fit is dynamic and needs to be main- 
tained in the midst of @ turbulent environment, 
Internal Audit 
The first part of a SWOT analysis is an audit of the organization's inter- 
nal strengths and weaknesses and an assessment ofits current state, An 
internal audit tells you what your organization can do by detailing its 
strengths and weaknesses. it enables you, as the leader, to uncover 
areas in which you might be able to develop a competitive advantage 
A strength is something that the organization excels at or a feature that 
makes it competitive, such as the following " 


Organizational 
+ Human resources (e.g, experienced and motivated workers, man 


strengths 
can be both: agonal expertise. and deep leadership ranks), 
tangible + Competence or knowledge in a certain area (e.g., advocacy 
(e.g. physical shills, web-based expertise, manufacturing prowess, or confer- 
assets) as well ‘ence organizing) 
intangible (e.g + Ownership or control of key physical assets (eg.. location of 
competence facilities, first-mover advantage into certain geographical areas, 
and good and leading-edge technology) 
morale) + Financial resources (e.g, the equity in your company and actual 


cash ~ not pledged ~ donations). 

+ Intangible assets (e g.. customer goodwill, the organization's rept 
tatlon and culture) 

+ Collaborative organizational retationships (e.g. inler-organizational 
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The ‘curse of 


* 


competence” 
takes place 
sither when an 
organization 
relies too 
much on a 
specific core 
compatency 
at the expense 
of its other 
competencies 
or when it fails 
to develop 
future critical 
competencies. 


Strategic Plannung and implemen 


alliances) One example is the National Shura Council of North 
‘America, which brought together North America’s four leading 
{stamic organizations for joint projects. A more recent example 
is the American Muslim Taskforce for Disaster Relief, which com- 
bines the efforts of 10 or more leading Islamic organizations in 
‘North America to help Muslims and non-Muslims whenever a nat- 
ural disaster occurs. It is important to note here that your organi- 
zation can engage in coaborative and compettive relationships 
with the same extemal entities simultaneously, For example, 
ISNA cooperates with ICNA (the Islamic Circe of North America) 
(on such joint projects as the Bosnia Task Force, but competes 
with ICNA when fundraising or trying to serve the community 
While one could list innumerable organizational strengths, the strate- 
‘gic management literature indicates that organizations that outperform 
their rivals ~ independent of industry type — have distinctive core 
competencies that are sustainable over time Prahalad and Hamel 
define core competencies as "the collective learning in the organization, 
especially how to coordinate diverse production skills and integrate 
multiple streams of technologies.“ Organizations must identify what 
competencies to focus on and then abandon those activites at which 
they are relatively weak and inetfective, and that do not advance their 
vision and mission. One key issue in this process is the ability o distin- 
uish previous competencies from those that are about to come on-iine 
‘or from prospective, future ones. For example, one leading Islamic 
‘organization held on to its manual processing membership function for 
100 long, and thereby lost considerable momentum in its work 
While identifying your organization's strengths, make sure that you 
do not fall victim to the “curse of competence.” Indeed, itis very easy 
for an organization to be So successful using @ specific core compe- 
tency that its workers either do not develop other competencies or lot 
them atrophy. Blinded by their own brillance in one area, they miss very 
attractive new opportunities. An excellent example of this is IBM, the 
leading mainframe computer manufacturer in the world until 1979: The 
Introduction of the personal computer took its leaders completely by Sur- 
prise. They had totally overlooked the possibilty that regular people 
‘might want a computer on their desk! Similarly, quite a few Islamic organ- 
izations are $0 good in one area (e.9,, organizing conventions and con- 
ferences) that they miss other opportunities (¢.9., building good relations 
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way of 
assessing your 
organization's 
strengths 
without falling 
victim to over 
confidence, 
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with other faith-based communities). The curse of competence can also lead 
to arragance, as some organizatons overestimate thelr leaders’ capabilities 
‘and underestimate Allah's contribution to their success. Given that islamic 
‘history is replete with the ultimate demise of such arrogance, never overtook 
the potential liability of overestimating your organization's strengths or com- 
petencies, 

AA relatively balanced way of assessing your organization's strengths 
without falling prey to overconfidence is to use 3 VRIO (value. rarity, imitabi- 
ity, and organization) analysis. Bamey and Hesterly suggest that you ask 
{four questions when analyzing your strengths” 


The Question of Value: Does a strength enable your organization 
{o take advantage of an extemal opportunity oF counter an exter- 
‘nal threat? if not, this strength can potentially hamper your organ- 
lzation. Perhaps itis even a weakness. For example, your Islamic 
‘organization could daim leadership of the nation's Musin com 
‘munity, but be unable to put together a national drive on a specific 
Issue of concem to Muslims (e.g. the constant harassment of 
‘Muslims under a draconian law or the non-recognition of Islamic 
farniy law with respect to mantal and divorce issues). Such foe- 
bleness indicates that either your organization lacks a national fol 
‘owing, or that your leadership is ineffectual, or that your member- 
ship is at best effete and unmotivated. The botlom-tine is the fol 
owing: If your organization is not providing value to its constuen- 
©, Your constitvency may not feel any need to reciprocate with 
financial, moral, and other support. Why should your members do 
‘anything for you if you cannot do anything for them? 

The Question of Rarity: Is your strength one which few organ- 
lzations in your domain or niche have access 10? Is your organ- 
Ization one that can lead and accomplish projects that no other 
similar organizations or individual can? What is unique and 
distinctive about your strength? 

The Question of imitability: Can other organizations that lack this 
strength build @ up without a major investment in resources? Such 
‘organizations as CAIR, !MRRC, and Savola were not bull overnight 
Their leaders and founders spent alot of time, money and effort 
assembling the right configuration of people and assets, shaping 
the right organizational cuture with appropriate norms and values, 
‘and building worthwhile inter-organizational relatonships, Trying 
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10 imitate an organization that is already established within a niche 
means overcoming barriers to entry (e.g.. name recognition, capi- 
takzation, access 10 potential donorsinvestors, and location) 
Even when an organization has access to a lot of assets and can 
penetrate a niche, it may stil fail because t cannot surpass an 
established competitor's leaming curve quickly enough to provide 
products oF Services on the scale thal it needs to survive, There 
are many examples of Islamic banks that failed because their 
founders underestimated the dificultes of imitating 2 rival's 
strengths. Even when they had the financial resources, they dic 
not have the human assets, expenence, and credibility required to 
yun such an enterprise. One defunct islamic bank | know of was 
IMeralty sun trom its president's front shirt pocket. He was an hon- 
‘est man, but he did not understand basic financial accounting and 
economics, AS @ result. he ended up in jal when there was & run 
(on the bank, and it colapsed. 

4. The Question of Organization: Does your organization have the 
capablities (viz. structure, allances, and policies) in place to use 
this strength to its full potential? Having a strength does not mean 
that it can be deployed effectively. Al the bate of Yarmuk, the 
:200,000-man Byzantine army lost to the 40,000-man Muslim army 
because they Iterally got in each other's way during the battle, 
‘Simiarty, islamic organizations that were nimble when they were 
sill young and. smal can become oceans of mind-numbing 
bureaucracy as they mature and expand, Instead of larger size 
being a strength, it actually becomes a major weakness when 
‘coupled with @ poorly designed structure and conflicting rules and 
standard operating procedures. Unless an appropriate structure is 
‘coupled with your organization's strategy, any strength it may have 
can easily be dissipated through disorganization, 

In contrast to organizational strengths, organizational weaknesses are 
typically something that the organization tacks, is relatively ineffective at, 
F @ situation that somehow hampers it. With reflerence to the above list 
of strengths, organizational weaknesses include a lack of human 
fesources and competencies, an inability 1o own oF control key assets, a 
oor reputation, a weak corporate culture, and/or the absence of coap- 
erative relationships, Table 3.1 lists potential strengths and weaknesses 
that Istamic organizations may face, 


vatagl Maneiog and lmolemantan mre 


Strengths can 
sometimes be 
weaknesses: 
just as 
opportunities 
can be threats, 
oF vice-versa, 


vp by a good stream of 
assets 

Anational reputation A no-name organization of declining 
associated with a reputation 

growing membership 


‘Strong corporate values A weak corporate culture 
‘Strategically located facil- A tack of facilities or dilapidated physical 


Wes that are easily assets 

accessible 

An effective leadership —_No clear leader or @ poor leadership 
‘succession plan 


Great intellectual capital Copycat 
A supenor quality product Easily imitable or low quality product 


or service oF service 
Aclear, disciplined No strategy or fuzzy strategy that is 
strategy unevenly implemented 


A motivated, unified Alothargic. internally fragmented 
workforce or membership workforce or membership, 


Note that strengths and weaknesses are relative to one’s competitors 
within the same or adjacent domains of business areas. Often, a factor 
that an Islamic organization views as a strength may be viewed by an 
outside observer as a weakness if one of its rivals can do better. For 
example, 2 leading national Islamic organization used to be very proud 
of its membership size. But when the number of its registered members, 
was expressed as a percentage of the nation’s Muslim population, it was 
far less than one thousandth of one percent (.004)! You can engage in 
self-deception by calling something a strength, but nvais and external stake- 
nolders de not have these same perceptual biases and will correctly assess 
that “strength as a weakness, 
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Cultural Audit 


SWOT should 
also include a 
cultural audit. 


While analyzing your organization's strengths and weaknesses, work 10 
uncover the values and assumptions that guide your employees, mem- 
bers, and key stakeholders, These values and assumptions underlie the 
‘organization's decision-making process and, they are not congruent with 
the stratege plan being developed, they may represent an organizational 
weakness and hinder the planning and implementation processes. For 
the purposes of this book. a value within the context of organizational 
culture Is defined as "the collective principle and ideal which guides the 
thoughts and actions of an individual, or a group of individuals,”*and a core: 
assumption is defined as a fact or statement taken for granted or a “theory- 
(use that Is neither questioned nor debated." 

In performing a cultural audit, the SPC must distinguish between 
personal and organizational values and assumptions. The organization's 
key decision-makers must be forthright abou! their personal values and 
recognize that the organization may have different values. For example, 
‘Savola is guided by such intemal values as 'azm (resolve), igtida (appren- 
ticeship), gan (relentess pursuit of perfection) and tawadu (humility), 38 
well as by such extemal valves as isan akghan (trusting) and mu'szaran 
(caring to help). Similarly, Southwest Airfines prizes its customer friendli- 
ness, whereas Dupont emphasizes safety, ethics, respect for people, and. 
environmental stewardship 

A cultural audit is critical, because values can represent an important 
source of competitive advantage and be a strength, as they have been 
for Savola and Southwest Airines. On the other hand, a weak culture 
can be @ major obstacle to rethinking an organization's strategy and 
implementing key changes. 


Scanning the External Environment 
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When scanning its extemal environment, an organization focuses on 
potential opportunities and threats related to current or prospective cus- 
tomers, suppliers, rivals or competitors, and partners.” As Bamey and 
Hestetty indicate, the extemal analysis builds on the internal analysis and 
tells you what the organization should do, 

Opportunities, which originate from the organization's extemal envi- 
ronment, can include any potential areas for growth, technological 
change, or demographic trends (see table 3.2). Note that even when an 
extemal opportunity fs rated very high in attractiveness, you may stil 


The external 
analysis tells 
you what your 
organization 
should do, 
and builds on 
the internal 
analysis. 


decide not to channel resources toward it for as Spulber indicates, it may 
Rot match your organization's strengths or may not be right for your com- 
munity’s stage of development.” For example, a small American Muslim 
‘community leaned that @ very large and spacious building was on the 
market. It had everything: a large hall that could be converted into a 
Prayer hall, an indoor gynvbasketball court, a swimming pool, lodging 
facilies with numerous rooms, 3 large parking lot, and was located close 
toa park The community's leaders realized that they simply did not have 
the financial resources to maintain this building, even if the community 
‘were somehow able to purchase it through fundraising. The community's 
current and projected sizes were below the cnical mass needed to sup- 
port such a large center over the next 20 years. Thus, despite the attrac- 
lweness of the opportunity the leadership decded not to purchase the 
property: Here is a case of the community rejecting something that looked 
very appealing. Had its leaders bought this property and then been 
unable to remodel oF maintain i, this bulkding could have drained much 
needed resources and hurt the community's very viability 

In contrast. as shown in table 3.2, external threats are agents 
factors, or trends that pose a danger to the organization, 


services 


Potential Opportunities Potential Threats 
Growing Muslim community New crop of rivals and imitators providing 
New technologies enabling new New technologies making it easier to vilfy 
ways of delivering da'wah and Islam and to create a negative and harsh 
‘zakah donation and distribution public image 


Tapping into financial aid sources Legislation restricting fundraising and send- 
available to minorities or lowsincome_ ing funds to Muslim causes 


Establishing strategic alliances ‘Increased scrutiny from extemal stakeholders 


Developing new customer services Obsolete customer services 
Acquiring rivals that possess unique Potential takeover or ban 


Interfaith initiatives Increased Isolation from other faith-based 


Table 32 
‘SWOT Analysis ~ External Environment Scan 


new/better services and products 


because of alliances 
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Worksheets nos. 3 through 6 (Appendix A. pp. 166-169) are designed 
to guide you through the SWOT analysis. | will discuss the ranking column 
In these worksheets shortly. 


Prioritizing the SWOT 


After 

listing your 
organization's 
strengths, rank 
your strengths 
from most 
important 

to least 
important. 

Do a similar 
ranking for your 
weaknesses, 
opportunitios 
and threats. 


Green dot 
balloting is 

a simple and 
fun technique 
to facilitate 
the ranking 
process. 


After listing your organization's strengths, weaknesses, opportuni 
es and threats, rank each category within itself, In other words, 
rank strengths from “most important” to “least important,” weak- 
esses from “most critical” fo “least critical,” opportunities from 
nd threats from "most 
‘multiple ways of doing this ballot- 
ing process. Worksheets nos. 3 through 6 (Appendix A) consist of 
eral forms that you can use to list all of your SPC’s strengths, 
weaknesses, opportunities, and threats. After doing this, ask the 
‘committee to coltapse the complete list into a more concise one and 
to rank it. There are two methods of calculating ranking: 


First Method 


Photocopy the list for each SPC member and have him/her rate (in 

Secret) each strength, weakness, opportunity, and threat as sug- 

gested by worksheets nos. 3 through 6. Next, ask an assistant to 

enter the resulting ranked data into a spreadsheet, calculate each 

strength’s mean rank, and then rank the strengths from the most 

Important (strongest) to the least important (weakest). Do the same 

for weaknesses, opportunities, and threats. 

Second Method 

Use green dot balloting, a technique that is both simple and fun 

+ Before conducting the SWOT exercise, purchase about 25 

sheets of sticky green dots (about 40 per sheet with each 
dot being about 5 inch in diameter). Clearly, the number of 
Sheets you need depends upon the number of participants 
at the retreat (about 40 dots per participant), and 
the number of strengths, weaknesses, opportunities, and 
threats that are generated during the SWOT analysis, You 
will also need a pad of easel-sized sheets of paper and 
2 roll of masking (or regular) tape that will not damage 
the walls, 3M makes a large easel pad size of Post-it note 
sheets; however. these are somewhal expensive. Draw two 


columns on your easel pad, a wider column on the left and 
‘@ narrower column on the right. 

Start with the strengths, Ask each participant to read 
hisiner top two strengths and have a volunteer with good 
handwriting write these (listed as A, B, etc.) in the wider 
left-hand column. Next, ask each participant to read his/her 
top two strengths, provided that nobody repeats a strength 
that is already listed. Once each easel sheet is filled up, 
tear it off and have your volunteer tape it on the wall 
Continue until ali strengths have been listed without 
any duplication. You should now have several sheets taped 
to the wall, each one of which lists your organization's 
strengths in the wider left-hand column, 

Have your volunteer distribute to each participant between 
1/5 to 1/3 as many dots as there are listed strengths. The 
same amount of dots should be given to each participant, 
In other words. if there are 24 strengths listed and you have 
decided to give 1/3 as many dots as there are listed 
strengths, each participant should receive 8 green dots 
Ask each participant to allocate hisiner dots to the 
Strengths listed. Each person must do so silently and write 
fon the dot the letter of the strength he/she is ranking. Let's 
say you gave 8 dots to each participant. If he/she were to 
rank strength 8 as “most important,” followed by strength 
D and strength A, he/she would write B on 4 dots, D on 3 
dots, and A on the remaining dot 

Once each participant is done, he/she cannot change 
his mer mind. Ask the participants to get up and, in an 
orderly manner, stick the appropriate number of dots in the 
right-hand column next fo the relevant strength. Your easel 
pad should look ike exhibit A. 


Once everybody is done, a quick visual count wil reveal 
the rank of each strength. I may now be possible to group. 
together those ranked strengths that are close in meaning in 
order to provide a tighter set. In exhibit A, your strengths are 
to be ranked in the following order based on the number of 
dots attached to them: D (18), B (10), © (8), and A (7) 


Exhibit A 


Sample Ease! Pad Sheet after All Participants Have Voted with Their Dots 


‘A. We have a large Muslim community 


8. Many professionals ive inourcommunty OQOOOOOO 


C. We have excellent relations with other 
faith-based communities 


D. We have a full-time Islamic school 


+ Repeat the same voting process for assessing the organiza- 
tion's weaknesses. opportunities, and threats 
The rationale for this ranking process is that your organization may 
‘ot be uniformly strong across all areas. Each organization has distinc- 
tive core competencies in which it outshines its competitors and should 
capitalize on them. Similarly, your weaknesses, opportunities, and 
threats are not uniformly weighted: there are some weaknesses where 
you are more at risk, some opportunities that are more promising, and 
some threats that are more dire. Ideally, a value-maximizing goal for an 
{slamic organization Is to match its most important strength to its most 
attractive opportunity, given situational parameters, The rationale for 
secret balloting |s to preempt flaws in group decision-making processes, 
‘such as groupthink,” risky shift, and even polarization, 


Collaborator Analysis 


Competitors 
can also be 
collaborators, 


While doing your external environmental scanning, distinguish between 
extemal stakeholders with whom you could build a strategic alliance (a 
collaborator) and those with whom you will have to constantly compete 
(a competitor). Collaborative strategies are now an important part of the 
business and the nonprofit worlds." For example, Dell may currently 


WOT ANALYSIS 


compete with Sony, but for quite 2 while Sony manufactured Dell's 
best-selling notebooks. in analyzing various potential collaborators, be 
aware that the ensuing collaborative relationship may only extend to a 
‘Specific product, program, or activity. To protect proprietary know-how, 
‘you may wish to compartmentalize your activities. The core issue is one 
‘of synergy and whether the collaborative relationship adds any value 

Before initiating any collaborative ventures, delimit the nature of the 
area of cooperation. Try to gauge how your service or product bench- 
marks against theirs, a5 well as the advantages and disadvantages of 
working jointly with them, the length of the relationship, and the condi- 
tions under which either party can extend or terminate the relationship, 
tls @ good idea to have the relationship formally written up, as Islam 
suggests, and signed by the leaders of both organizations betore initiat- 
ing it. Doing so will enable you to avoid unpleasant surprises and feeling 
8 potential sense of betrayal f the relationship does not work out 


Competitor Analysis 


Competitor 
analysis allows: 
you to obtain 

a deep 
understanding 
of your rival's 
strategies, 
objectives, 
assumptions. 
and capabilities 
in order to 
forecast 

and anticipate 
his future 
behavior. 


Conducting 8 competitor analysis enables you to gather intelligence 
about your rival's strategies, objectives, assumptions, and capabilities 
in order to predict potential future behavior. From Caesar to Khalid ibn 
Walid to Salahuddin, all great generals have been characterized by their 
ability to go beyond the intelligence gathered and see through the 
‘enemy's plans. Listen to Khalid ibn Walid’s advice to his commander 
‘Abu Ubayda, a8 the overwhelming forces of Byzantium were gathering 
to annihilate the Muslims: 


Know, O Commander, that if you stay at this place, you will be 
helping the enemy against you. In Caesarea, which is not far 
from Jablya. there are 40,000 Romans under Constantine, son 
of Heraciius. | advise you to move from here and place Azra 
behind you and be on the Yarmuk. Thus it would be easier for 
the Caliph to send reinforcements, and ahead of you there 
would be a large plain, suitable for the charge of cavalry. 


In contrast to the grim indecisiveness of Abu Ubayda and other 
‘Muslim generals, Khalid was able to visualize the whole battlefield, the 
‘enemy's position, and the need to relocate so that the Muslim army 
could both attack using one of its core strengths (its cavalry) and receive 
reinforcements. 


Sretepc Fisnnig sed Implementation fer amie Organivabons = 77 


OT ANALNSIS 


What an 
‘organization 
Intends to do 
may ditter 
from what it 
actually does, 


Just as Khalid used inteligence to outthink his enemy, $0 too Harvard's 
Michael Porter has introduced the idea of using competitor analysis for 
‘organizational leaders who wish to outthink and preempt potential com- 
petitors. 

‘The importance of this analysis depends on the structure of the industry 
‘or domain in which your Islamic organization exists, In general, a compet 
Jor analysis is undertaken to: 

+ Forecast and map out your competitors’ future strategies and 
snatianves, 

+ Anticipate their potential reactions to your own organization's 
strategic moves, and 

+ Assess how their behavior can be rechanneled to benefit your 
‘organizaton 

‘A competitor analysis consists of four inputs: the competitor's current 
Strategy, objectives, assumptions about the industry, and capabilites, 
Assessing the competitor's current strategy involves seeking answers 
to one key question: How is your rival competing at present? To find 
ut, 100k at the official pronouncements of its presidenl/CEO and at 
ail official publications. reports, and other public documents. However, 
you will need to distinguish between what Mintzberg calls an intended 
versus a realized strategy * What an organization intends to do may be 
different from what it actually does. Organizations are also more likely 
to divulge their official initiatives (public strategies) than their real inten 
tions (private strategies), To guess through the fog of all these strategy 
variants, focus on any changes in your competitor's strategy, for these 
‘are what may reveal his/her real strategy. 

When identifying your competitor's current objectives, try to answer the 
toliowing three questions: 

8) What are hisiher current goals with respect to profitability and 
‘market (membership) share? 

b) Does current performances meet current goals? 

©) How are hisiher goals likely to change in the future? 

To the extent that your competor is more concerned about meeting the 
bottom-ine numbers, he/she may not care whether you are reaching into 
his/her niche or domain. Your competitor is mare likely to leave you alone 
if hisiher business is performing well and meeting its current goals com- 
fortably. As long 3s current goals are being met, your competitor will 
‘assume that his/her business or organization model is working effectively. 


Helshe will hold on to histher “industry recpes” or industry-wide bebefs 
about the factors that drive success and, as a result, will be loss likely to 
‘acjust his/her goals, strategies, and objectives to challenge you, 

Finally, gauge your competitor's capabilites carefully to ascertain 
hhis/ner principal strengths and weaknesses. At this point, | suggest that 
you do @ SWOT of each major competitor for the extent to which a com 
petitor threatens your organization's industry or domain position depends 
upon hisiher capabilities, your competitor has a major strength in an 
area in which you do not, it would be unwise for you to mount a challenge, 
‘Your SWOT will reveal hisiher weaknesses and, hence, potential areas in 
‘which you can make an inroad. 

‘Once you are done with your competitor analysis, you can more accu- 
mtely forecast your competitor's future strategy shifts. Of course, such 
shifts are not idiosyncratic, for they require an understanding of forces 
that are likely to provoke a change in strategy. Clearly. such external jolts 
fas the 9/11 tragedy, a change in consumer preferences, a tsunami, inter- 
nal pressures (@.g,, failure to achieve current market-share targets), oF 
internal factional confict are examples of strategy-shiting forces. 

‘After 9/11, for example, many Islamic organizations realzed that they 
needed to dialogue with members of other-faith based communities to allay 
their misunderstandings and fears about Islam and Muslims. Mosques in 
North America opened their doors for the first ime to non-Muslims. As a 
result, many Musiims made new friends and became more involved in their 
local communy, instead of perpetuating the awkward aloofness that had 
‘existed until then. 

Worksheet #7 (Appendix A, p. 170) will enable your organization 
to assess exactly who its potential competitors may be and what their 
likely impact will be on your organization and its niche and/or domain, 


Driving Forces 


Driving forces 
represent the 
top three or 
four primary 
causes under- 
tying industry 
and competitive 
conditions. 


‘To understand the external opportunities and threats facing your organi- 
zation, the SPC must identify the forces that drive the relevant mndustry or 
niche, for these represent “the major underlying causes of changing 
industry and competitive conditions."* Identifying these forces and taking 
‘appropriate steps to plan and implement your organization's strategic 
plan is critical for long-term effectiveness. Examples of driving forces in 
one's industry include changes in who buys/uses the product or service 
(e.g, older vs. younger customers, families vs. singles, immigrant or indige- 
‘nous Mustims), product or service innovation (@.g.. new instruments in the 
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Islamic finance industry), technological change (doing da'wah via the 
Internet rather than face-to-face), tne entry oF exit of major organizations 
(@.g., the exodus of Muslim relief agencies after 9/11), changes in cost 
and efficiency (e-mail vs. regular mail), and changes in government pol 
iey (the U.S, Patriot Act and subsequent negative side-effects). Such 
driving forces change the dynamics faced by Istamic organizations or 


businesses and need to be taken i 


account when developing your 
strategic plan 

When assessing driving forces, the SPC should scan a broad array 
of political, religious, social. economic, technological, and environ. 
mental factors that are likely to influence the Islamic organization or 
business. Since many external events can affect the organization's 
industry or domain quite strongly, focus on the top four or five driving 
forces and try to track trends rather than discrete, unrelated blips 
For example, a continuous pattern of harassing Muslims (e.g., burning 
down mosques, desecrating the Qur'an or Islamic cemeteries, Joss of 
Jobs, verbal abuse, physical assaults. murder, and so on) indicates 


a trend, whereas a couple of isolated and random hate crimes signify 


‘fo more than a blip, 
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DEVELOPING 
VISION AND MISSION 
STATEMENTS 


e wy sole all ily 
2 oat 


© you who believe! Seek help with patient perseverance and 


A vision prayer, for Allat is with those who patiently persevere, (Qur'an 
tatement is 2:153) 


future-oriented 


what an 


direction, as well as ils identity and domai 


n's future and long-term 


is hard and can easily 


statement 


ulous. A vision and @ miss 


n provide focus 


dunng the strategic planning and implemen 


jon processes.’ A vision 


statement is future-oniented and out 


ines, in very broad terms, what the 


organization wishes to become. A mission stalement, on the other hand, 


describes what s the organization's raison d'étre, its self-concept, and what it 


the organiza 0 now to realize its vision. Frequently, the mission statement 


tion needs t will list, either explicitly or implicitly, the values by which the organization 
donowto abides 
realize its Here. we nole Prophet Muhammad's vision at Khandag, where he 


vision outlined the Ummah's future direction In answerng Salman's question 


a 


DEVELOPING VISION AN 


about the three lightning sparks toward the south, north, and east, the 
Prophet said 


Did you see them, Salman? By the light of the first, | saw the 
castles of Yemen: by the ight of the second, | saw the castles 
of Syria: by the light of the third, | saw the white palace of Kisra 
‘at Meda’in. Through the first has Allah opened up to me the 
Yemen; through the second has He opened up to me Syria and 
the West, and through the third, the East. 


This vision at Khandaq is diferent from typical organizational visions, 
for it was divinely inspired. Yel. has continued to inspire the Umma 
through good and bad times, has elicited the Musims’ enthusiasm over 
the centuries, and continues to guide us. 


Defining the Vision Statement 


Pray salat 
al-istikhara as 
you work on 
the future 
direction ot 
your Islamic 
organization, 


Defining a vision statement is 4 must. Take time to outline your organ!- 
zation’s strategic vision, because it will preempt current and future lead- 
ers from acting without considering the general, long-term direction 
in which they wish to take the organization. By pressing the decision 
makers to think long-term and consider overall trends, a vision enables 
leaders to be proactive rather than reactive. As you get ready to map 
‘out the future direction of your Islamic organization or business, take 
the time to pray salat alistithara (described on page 158) and ask 
‘Allah for guidance. Enacting the vision will require faith, commitment, 
and patience 

The leader's vision does not need to be detailed or follow a standard 
format. In fact. depending on the leader, the nature of the organization 
‘and the intemal or extemal environment, it can be rather idiosyncratic 
‘Sometimes, the vision focuses on a specific issue that the organization is 
trying to address: the educational needs of Muslim children, the erosion 
of civil rights, the media's defamation of Islam and Muslims, interfaith 
activites, and so on. The vision often charts a bold new direction: to 
become the medium for da'wah in the country where the organization is 
located. Regardless of its conient, the vision guides the participants’ 
etforts and prociaims to all what the organization intends to become, 
with Allah's permission. It acts as a magnet to attract the public and other 
external stakeholders to its activites, galvanizes organizational partici- 
pants, and provides an end for which to aim. 


TLOPING RIOR AMD MS ETEMENT 


‘in delineating a vision statement, use worksheet & (Appendix A. p. 171) 
to guide your SPC. You will need to ask a number of questions" 

What domain (ie.. area, field, industry, niche) are we in now? 
In what domain do we want to be in the future? 

‘What do our stakeholders want now and in the future? 

‘Who will be our future compettors/pariners? 

‘Should our scope of operations be local, regional, national, inter- 
national, global, or transnational? 

6. What kind of positon (e.g.. leader, small player) do we want to 

‘achieve in our domain? 

When wording a vision statement, remember to keep it simple and 
‘concise $0 that when itis broadcast to the intended audience, it arouses 
the hoped-for dedication and enthusiasm, On 28 August 1963, on the 
steps of the Lincoln Memorial (Washington, DC), Dr. Martin Luther King 
‘enunciated in eloquent and moving words the dream of the whole Afro- 
‘American community: 


oeene 


Ihave @ dream that one day this nation will nse up and live out 
the true meaning of its creed. We hold these truths to be seif- 
evident that all men are created equal 


Ihave a dream that one day on the red hills of Georgia the sons 
of former slaves and the sons of former slave owners will bo 
able to sit down together at the table of brotherhood, 

J have a dream that one day even the state of Mississinp). a 
state sweltering with the heat of oppression. will be transformed 
into an oasis of freedom and justice 

J have a dream that my four ite children will one day live in a 
ration where they will not be judged by the color of their skin but 
by the content of their character: 


AA vision is intuitive and idealistic. Drawing from organizational experience 
and history. as well as from knowledge search, it focuses on possibilities 
rather than probabllites' and represents “a statement of destination’ or 
an idealized future state that the organization wishes to reach. The vision 
statements of several leading organizations and corporations are included 
(n ilustration capsule 1 

A vision statement is not the same as a mission statement. A vision 
focuses on the future ~ what we wish fo become. A mission concerns 
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itself with the present ~ what we need to accomplish now to bring us 
loser to realizing our vision. A mission statement describes an organi- 
zation’s raison d'étre (current purpose) as well as its current capabilities, 
values, and philosophy. In other words, the vision shapes the mission. 


f Mustration Capsule 1 


| Examples of Vision Statements 


AMNESTY INTERNATIONAL 
‘Amnesty Intemational’s vision is of a world in which every 
person enjoys all of the human rights enshrined in the Universal 
Declaration of Human Rights and other Intemational human 
‘fights standards 


SAVOLA GROUP 

To build a leading publicly isted diversified investment group in 
the Middle East based on Savola’s “Balanced Way" corporate 
culture. 


| COUNCIL OF AMERICAN ISLAMIC RELATIONS (CAIR) 
| To be a leading advocate for justice and mutual understanding 
| 
| 
| 
| 


ISLAMIC SOCIETY OF NORTH AMERICA 

To be an exemplary and unitying Islamic organization in North 
‘America that contributes to the betterment of the Muslim 
community and society at large. 


ISLAMIC MEDICAL ASSOCIATION OF NORTH AMERICA 
To become the recognized leader in national and global health- 
care, guided by Islamic values, 


| 

| ONTARIO FEDERATION OF TEACHING PARENTS. 
We envision universal acknowledgement and acceptance of 
home-based education as a viable educational model. OFTP. 
will be recognized as @ significant and valuable authority and 
‘advocate for home-based education in Ontario, 


To be a center of excellence for developing and sustaining 
2 progressive, vibrant islamic community and a nurturing envi- 
{ronment for the society at large. 
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Inspiring a Shared Vision 


A Muslim 
leader must 
share his/her 
vision with 
hisiher 
followers if 
itisto 
motivate them. 


‘When developing a vision, you, as the leader, need to actively involve 
your memibers and strengthen their commitment to it. After investigating 
how effective leaders inspire their organization, Kouzes and Posner 
found out that visions involving the people who will be responsible for 
implementing them tend to be more motivating.” In other words, leaders 
‘can stir their members to action by inspiring a shared vision. Shura 
‘can be instrumental both in developing and in imparting the vision. 
‘According to Bennis, leaders are effective when they focus commitment 
to a vision and communicate that vision.* 

‘The core idea here is that the leader's vision needs to be shared by 
the organization's members if they are to increase their commitment to 
its implementation.* When other organizational participants adopt the 
vision, they begin to see it as part of their own agenda and so champl- 
‘on It and spread it to others, To help others share the vision, leaders 
must embrace it and articulate it in powerful and emotive language, 

Developing a vision does not mean that ail of the necessary steps 
have been delineated. A vision focuses on the desired end state, not on 
how It will be accomplished. In fact, the leader may not wish to clarity 
this process since the mere act of having the participants figure out how 
10 fulfil the vision may make them feel even more empowered and 
motivated 

When you, a8 the leader, spoon-feed your organization, or when the 
vision is not shared by everyone, the process of envisioning may suffer 
from several defects, as depicted in table 4 

Egocentricism. An organization's vision should not be limited to the 
interests of special factions, groups, or nationalities, for Islam opposes 
‘asabiyyah (putting the needs of one’s group or clan ahead of those of 
the community). Since the Prophet stressed the importance of compe- 
tence and did not appoint one of his relatives as his immediate succes- 
sor, Islam also opposes nepotism. To avoid a self-centered approach, 
the leader needs to involve as many members as possible, provided 
that they have the appropriate expertise, in developing the organiza- 
tion's vision. To ensure their commitment to the vision, the shura 
process must involve at least the ahi sraie (those competent to 
participate in the decision) as an integral part. 

The Resource Gap. Often. the leader may underestimate the 
resources needed to realize the vision, This may lead to an overstretched 
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current capacity and less organizational effectiveness, To avoid this mistake, 
the leader may use the SWOT analysis of his/her organization to anchor its 
vision statement 


Table 4 
‘Sources of Defective Vision 
Egocentnicism The vision reflects @ preoccupation with 

the leader's personal needs rather than 
with those of the Ummah or the focal 
Resource Gap ‘The president has miscalculated the 
resources needed to realize the vision 
Closed-sysiem The president has misunderstood or 
Perspective underestimated the impact of external 
‘environmental forces on the vision. 
Hence, the vision is rigid and inflexible, 
Groupthink ‘The president may use shura to consult 
others in defining the vision, but alt 
members think alike and thus suffer 
‘= from tunnel vision. ) 


Undertaking a SWOT analysis (see chapter 3) enables the leader to 
assess the resource gap between the resources that the organization 
Controls and those that it needs in order to tap into key external opportu 
nities oF counter external threats. By carrying out a SWOT analysis in 
‘conjunction with the process of envisioning, the community's leader and 
the SPC will develop a realistic vision, 

The Closed System Perspective. A leader who maps out the organi- 
zation’s path without taking into account what is happening on the outside 
's acting as though his/her organization is a closed system. One Islamic 
‘organization fel into this trap. For years. it excelled by monitoring, antici 
paling, and adapting to its external environment. But later on, when it 
became somewhat disconnected from extemal events due to its 
increased size and promotion of insiders to leadership positions, its serv- 
ices no longer addressed the changing needs of the Muslim and non- 
Muslim community. tt has been in the throes of a long agony aver since. 

Groupthink. The shura process may be deliberately distorted. If 
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You, as the leader, surround yourself with yes-men or yes-women, the 
‘outcome will naturally validate your own decisions. If this is your goal 
why should you even bother with shura? This drive for consensus and 
‘simultaneous suppression of dissent leads to groupthink.™ You must 
‘constantly watch out for this dysfunctional result by ensuring that no 
‘consulted member is afraid to voice his/her opinion, even if it contradicts. 
‘everybody else's and challenges your own perspective. Imam Ali stressed 
this principle in his letter to Malik al-Ashtar al-Nukal 


Gather honest, truthful, and pious people around you as your 
companions and frends. Train them not to flatter you, and not 
to seek your favor by false praises. [..] Try to realize that a ruler 
can create goodwill in the minds of his subjects. He can make 
them faithful and sincere only when he is kind and considerate, 
When he reduces their troubles and difficuities, when he doos 
‘not oppress or tyrannize them. and when he never asks for 
things beyond their capacities. 


In other words, the leader should make sure that members of the 
board of directors or board of advisors or the SPC are not seeking 
hhisiher approval gratultously or acting as his/her clones, 

As one of my mentors once said, negative feedback should be tre 
red because it indicates where one can improve. Positive feedback, on 
the other hand, only reinforces the status quo. Listen to any feedback, 
whether positive or negative. Once a person stood up in a public 
meeting and told Umar to fear [and respect] Allah. The audience tried to 
stop him, but Umar said: “Let him speak. He is free to give his opinion, 
{f people do not give their opinions they are useless, and if we (the 
rulers) do not listen to them we are useless.” The above quotation from 
Imam Alt also discusses how you can ensure that your followers are not 
self-serving 

Finally, when defining your vision and mission statements, transcend 
the "curse of competence” discussed eartier " Several national Islamic 
organizations have stumbled because they accomplished their initial 
mission so well that they decided to branch out into areas where they 
lacked competence. In addition, the previous standards of excellence 
that these Islamic institutions and organizations had to meet often are no 
longer applicable, since key stakeholders now expect better and more 
relevant services. Just because your organization has done something 
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‘well for years does not mean that it will always be good — or the best ~ 
at what it does. Service and product quality are never-ending quests. 
Do not limp forward on your laurels, As your organization defines its 
vision and mission statements, it wil need to benchmark itself against 
the best and reject the low standards of performance that many Islamic 
‘organizations seem to accept as the norm. 

Using a SWOT analysis to guide how you formulate your vision and mis- 
sion statement will enable your organization to understand its true distinctive 
competencies and what it can be best at. For an Istamic non-profit organi- 
alton, focus on those areas within the context of your vision and mission 
statements about which your membership can be passionate, Every Islamic 
‘organization dreams about being the best, but most of them lack the disci- 
pline needed to determine with sel-less luckHty what they can be bes! af and 
Jack the will to do whatever it takes to transform hopes into reality. You do 
‘ot need to be in a "hot" area to be excellent. Given your core competen- 
‘cles, be the best in setting up endowments (awqaf), selling Islamic books 
‘on the Internet, running soup kitchens, engaging in interfaith dialogue, 
providing shelters to abused women, or developing an Islamic Sunday 
school curricula. Pick one niche and excel in kt for Musims are expected 
to achieve excellence as part of their san, 


Defining the Mission Statement 
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Building upon the vision statement. a mission statement broadly outlines 
the organization's purpose and serves as its guiding concept: who we 
are and what we do. As Abrahams sums it up, “[a] vision is something to 
be pursued whereas a mission is something 10 be accomplished.” 
Defining a mission statement is eritical. n fact, Covey states that “[an] 
‘organizational mission statement ~ one that truly reflects the deep 
shared vision and values of everyone within that organization ~ creates 
‘2 great unity and tremendous commitment. It creates in people's hearts 
‘and minds a frame of reference, a set of criteria or guidelines, by which 
they will govern themselves. [.. They have bought into the changeless 
‘core of what the organization is about" 

In developing its mission statement, your Istamic organization — 
whether for-profit or not-for-profit ~ needs to recall humanity's core mis- 
‘sion, as stated in: 
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In defining 
your mission 
statement, you 
must maintain a 
balance 
between ‘stick: 
ing to 

the knitting’ 
and engaging 
in ‘stratogic 
myopia’. 


DEVELOPING VISION AND AUSSION STATEMENTS: 


‘Say: “Thuly, my prayer and my service of sacrifice. my Iite and 
‘my death, are (all) for Allah, the Cherisher of the Worlds.” 
(Qur'an, 6:162) 


Here, Allah reminds humanity of its purpose for being. As all of our 
‘actions are ultimately done to serve Our Creator, they therefore must 
correlate with the moral and ethical parameters He has outlined for us 
The mission of an Islamic business should not be stated in terms of 
making a profit, for profit results from what the business does, Therefore, 
It is more of an objective than a raison d’étre of the organization itself." 
‘As George incicates, companies that dedicate themselves to profits and 
maximizing shareholder valve will ultimately fail, whereas companies 
that pursue their mission in a consistent and unrelenting manner will 
create valve for their shareholders far beyond their expectations."* An 
excellent example is Medtronics Corporation, which George, during his 
tenure a8 CEO, brought from $1.5 billion to $60 billion once he stopped 
worrying about shareholder value and focused on his company's 
mission. 

When defining your organization's mission statement, use worksheet 
#9 (Appendix A, p. 172), The mission statement must meet three crite- 
fia." First, it should reflect who its key customers are. Customers are 
not all the same, especially if the organization functions in multiple 
‘segments, such as gender (women vs. men), age (young vs.adull), and 
geographical location (the United States vs, Canada). By understanding 
which customer(s) it serves, your organization will be more responsive 
to their needs. 

Second, the mission statement needs to provide a clear view of 
what your organization is trying to accomplish for its customers, In 
defining these services, the SPC must strike a balance between being 
too broad and too narrow. Peters and Waterman describe as excellent 
organizations those that “stick to the knitting,”* while Levitt stresses 
the idea that an organization should avoid strategic myopia." For 
example, instead of seeing themselves as being in the railroad indus- 
ry and myopically positioning themselves in a narrow, dying industry, 
firms that ship by train should have seen themselves as being in the 
broader, growing transportation industry.” Misunderstanding what 
Industy they served caused many of these train-related firms to fal at 
a later date. 
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Figure 3 


‘Simple Value Chain for a Not-for-Profit Organization 


————— 


General Administration, and Technology 
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AMuslim 
‘organization's 
value chain 
segments its 
primary 
activities into 
‘8 sequential 
chain ranging 
trom 
procurement 
of resources 
to providing 
‘Support after 
the product! 
service is 
delivered to 
its key 
customer 
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When it comes to serving customer needs, however defined, organ- 
izations also differ in their center of gravity. To explain this statement, 
consider the concept of a value chain (see figure 3). An organization's 
of @ business’ value chain separates its activities into a sequential 
chain ranging from procurement of resources through production to 
telling the product or providing a service, and beyond.” Other activities 
(e.g,, staffing, research and systems development, and administration) 
‘ore viewed as activities that support those in the value chain. 

In relation to their value chain and which components) they empha- 
size, Islamic organizations can be considered as specialized, partly 
Integrated, oF fully integrated. This does not mean that they neglect the 
other activites in their value chain; rather, they differentiate themselves 
from other Islamic organizations and potential competitors by develop- 
ing core competencies in specific activities. For example, IMRC special- 
les and focuses primarily on one link: prompt service delivery of emer- 
gency relief and charity It does not manufacture emergency tents, train 
future imams, oF engage in Islamic banking. Rather, when an emer- 
gency occurs, it pulls together already existing resources to serve those 
in need. 

‘Other organizations are partly integrated and develop competencies 
In more than one link, such as in resource procurement (aided by 
research), marketing, logistics. and service delivery. Far instance, CAIR 
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often tracks and gathers data about discriminatory behavior against 
‘Muslims (research), launches an intensive advertising campaign (enar- 
keting), and then publicizes this data or advocates on behaif of the vic- 
tims (logistics and service delivery). The last group of organizations is 
fully integrated, for they emphasize all of the links in the value chai 
Thus, they function like a one-stop shopping center within their niche. 
The International institute of Islamic Thought (IT) receives and reviews 
‘manuscripts (resource procurement), publishes those that meet certain 
conten (operations and outbound logistics), and then sells them both 
directly as well as through vendors (marketing. sales, and revenue 
collection) 

Hence, a mission statement will reflect the center of gravity unique to 
{he organization. Based on your value chain, are you specialized in one 
‘activity (IMC). do all of the activities within your area or niche (IIIT), or 
do some of the activities within your area or niche (CAIR) when serving 
your customers’ needs? 

Third, the mission statement needs to clanty its strategic intent to 
‘show just how distinctive its products or services are. Specifically, when 
determining how to differentiate its product or service (8.g., quality, serv- 
‘ce, price, and features), an organization is deciding how it wil set itself 
‘apart from the competition. For example, if you are a small Islamic pub- 
lishing house, you can publish @ book cheaper than any of your com- 
petitors. However, the quality of the job and the paper used may not be 
‘85 good. In this case, you are differentiating your product on the basis of 
price, not quality. Your mission statement should reflect how you intend 
to differentiate your organization, or its product or service, from potential 
competitors, The strategic intent can be stated explicitly for your organi- 
ational participants’ benefit. For example, the strategic intent of NASA's 
Apollo space program was to “put a man on the moon before the 
Soviets." The strategic intent can also be meant as a message to 
‘nal stakeholders. Here note the example of Abu Bakr, who, fighting 
those new Muslims who refused to pay their zakah, told all stakeholders 
that he was determined to preserve at any cost the integrity of Allah's 
message as revealed to Muhammad. 

To illustrate how these three criteria work, look at how we have bro- 
ken down the mission statement of Ameen Housing Coop: “To enable 
members to make secure and profitable investments and/or purchase 
homes ln an Islamic mannec"= 
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litustration Capsule 2 


Key market: Members of Ameen Housing Coop 
Contribution: ‘Secure and profitable investments andior 
home purchase 

Distinction: In an Islamic manner 


Thompson, Gamble, and Strickland suggest that the following questions 
may help members define the mission statement 


Who are we? 

What are the needs that we exist to meet, or what problems do 
We exist to address? 

What do we do to recognize, anticipate, and respond to these 
needs or problems? 

How should we respond to our key stakeholders? 

What are our philosophy, values, and culture? 

What makes us distinctive or unique? 


tustration Capsule 3 (a) lists some effective mission statements, 


AMNESTY INTERNATIONAL 


Mustration Capsule 3 (a) 
Examples of Mission Statements 


To undertake research and action focused on preventing and 

‘ending grave abuses of the rights to physical and mental 

Integnty, freedom of conscience and expression, and freedom 

from discrimination, within the context ofits work to promote all 

human rights, 

‘SAVOLA GROUP 

(Our mission is to: 

1. Manage and grow a portfolio of successtul businesses 
‘with particular focus on Basic Foods. 

2. Manage a balanced expansion program in Savola’s 
chosen areas of activities in the Middle East, Asia, Africa, 
‘and elsewhere. 

3. Grow into new sectors where Savola can leverage one or 
‘more of its core competencies and the strength of its 
balance sheet. 


COUNCIL OF AMERICAN ISLAMIC RELATIONS (CAIR) 
‘To enhance understanding of Isiam, encourage dialogue, pro- 
tect civil liberties, empower American Musiims, and build coali- 
tions that promote justice and mutual understanding 


ISLAMIC SOCIETY OF NORTH AMERICA 

ISNA is an association of Muslim organizations and individuals 
that provides a common platform for presenting Islam, sup- 
Porting Muslim communities, developing educational, social 
and outreach programs, and fostering good relations with other 
religious communities and civic and service organizations. 


ISLAMIC MEDICAL ASSOCIATION OF NORTH AMERICA 
To provide @ forum and resource for Muslim physicians and 
‘other health care professionals, to promote a greater aware- 
ness of Islamic medical ethics and values among Muslims and 
the community-at-large. to provide humanitarian and medical 
relief, and to be an advocate in health care policy. 


INDIAN MUSLIM RELIEF CHARITIES 
To help India's Muslims achieve secunty, freedom, and equality 
— thelr rights as citizens of india 


AMERICAN RED CROSS 
To improve the quality of human life; to enhance self-reliance 
‘and concer for others; and to help people avoid, prepare for, 
‘and cope with emergencies. 


ONTARIO FEDERATION OF TEACHING PARENTS 

We envision universal acknowledgement and acceptance of 
home-based education as a viable educational model. OFTP 
‘will be recognized as a significant and valuable authority and 
advocate for home-based education in Ontano. 


MUSLIM COMMUNITY ASSOCIATION OF 
‘THE SAN FRANCISCO BAY AREA (MCA) 
We are the Muslim Community Association of the San 
Francisco Bay Area, In cooperation with Muslim communities 


A Muslim 
organization's 
mmission 
statement often 
reflects the 
values built 
into the 
organization's 
way of doing 
things. 


‘around the Bay Area, our mission is to live our faith as @ con- 
gregation, inspired by the teachings of the Qur'an and 
Prophet Muhammad as individuals and as a collective body, 
and to foster a mission of peace, justice and compassion for 
all within our Mosque, our community and the world. 


ISLAMIC CENTER OF LONG ISLAND 

To serve and engage Muslims by promoting the progressive 
| values and teachings of Islam. and to advocate interfaith 
harmony in @ multicultural environment in accordance with 
the Qur'an and Sunnah, 


| EDHI FOUNDATION (PAKISTAN) 

| The mission of the Edhi Foundation is to motivate the people: 
in Pakistan and other third world countries to resolve their 
‘social and other problems on (a) sel-help basis, Edhi empha- 
sizes the Importance of safeguarding the basic human rights, 
regardless of religion, caste, or creed. 


McDONALDS 
To offer the fastfood customer food prepared in the same high 
Quality manner world-wide, tasty and reasonably priced, dellv- 
ered in a consistent. low-key decor and friendly atmosphere. 


Linking Vision and Mission to Values 
The organization's mission statement frequently reflects its values 
Values. which describe the beliefs and principles built into the organiza- 
tion's way of doing things, encapsulate what participants feel strongly 
‘about For example, the McDonalds’ mission statement (see illustration 
capsule 3 (a)) highlights this firm's emphasis on quality, consistency. 
and frendiness. Similarly, the Edhi Foundation’s mission statement 
‘emphasizes self-help, while that of the MCA highlights peace, justice, 
‘and compassion. A statement of philosophy or values is often provided 
to guide the organization's pursuit of its vision and mission. It usually 
contains four to eight values and reinforces the organization's overall 
direction. Examples of various organizations’ statements of philosophy 
oF values are included in Wustration capsule 3 (b) 


Defining a Statement of Philosophy or Values 


AA statement of philosophy or values details the fundamental principles 
‘and values that underlie everything the organization or corporation does. 
This philosophy enunciates the manner in which either the islamic 
organization or corporation serves its mission and its customers. 
‘When drafting a statement of philosophy, use worksheet #10 (Appendix 

‘A. 173) In general seek to answer the folowing two questions: 

*+ How will our organization members or corporate employees 

conduct themselves while carrying out our mission? 
+ What are the values of our organization or business? 


Itis important that the statement of philosophy or values be included 
lin your organization's or corporation's official documents (e.g., annual 
Feports and personnel manual). Do not make it too complex or too tong 
— a couple of paragraphs is enough, A statement of philosophy for a 
hypothetical Istamic organization concemed about environmental issues 
could read as follows: 


The Islamic Environmental Conservancy will act in accordance 
with the highest stendards of ethics, as defined by the Sharan 
accountability, and transparency. We affinn that the environment 
is an amanah (rust) given to humanity, and to the Muslim com- 
‘munity in particular, by Allah, Hence, is a divine trust. We view 
‘our responsiblity with a deep sense of commitment and respect, 
and will use a balanced, fa, and open approach in our advocacy, 


Mlustration capsule 3 (b) contains statements of philosophy or values 
from several organizations. 


lustration Capsule 3 (b) 
Examples of Statements of Philosophy 


AMNESTY INTERNATIONAL 
‘Amnesty International is independent of any government, poli- 
Ieal ideology, economic interest, oF religion. It does not support 
or oppose any government or political system, nor does it sup- 
port or oppose the views of the victims whose rights it seeks to 
protect. It is concemed solely with the impartial protection of 
‘human rights. 


SAVOLA GROUP 
+ We intend well 
‘+ We work on making these intentions sincere, 
+ We believe Allah’s Blessings will be there supporting 
those who maintain good and sincere intentions, 


COUNCIL ON AMERICAN ISLAMIC RELATIONS 

* CAIR supports free enterprise, freedom of religion 
and freedom of expression. 

* CAIR is committed to protecting the civil rights of all 
Americans, regardless of faith 

* CAIR supports domestic policies that promote civil 
tights, diversity and freedom of religion 

= CAIR opposes domestic policies that limit civil rights, 
permit racial. ethnic oF religious profiling, infringe on 
‘due process, or that prevent Muslims and others from 
participating fully in American civic life. 

+ CAIR is a natural ally of groups, religious or secular, 
that advocate justice and human rights in America and 
‘around the world, 

* CAIR supports foreign policies that help create free 
‘and equitable trade, encourage human rights and pro- 
mote representative government based on socio-eco- 
‘nomic justice, 

+ CAIR believes the active practice of Islam strengthens 
the social and religious fabric of our nation. 

= CAIR condemns ail acts of violence against civilans 
by any individual, group or state, 

* CAIR advocates dialogue between faith communities 
both in America and worldwide. 

* CAIR supports equal and complementary rights and 
responsibilities for men and women. 

MUSLIM COMMUNITY ASSOCIATION 
OF SAN FRANCISCO BAY AREA 


| pursuit of our mission, we choose to emphasize these particu- 


lar valves: 
‘+ The goodness and the love of God manifested in all 
creation. 
'* The dignity of the person called to wholeness by God. 
* The spintual power of community committed to prayer 
and service 


Mission Statements of the Organization’s Subunits 


After the SPC has helped your organization develop its mission stalement 
it should help functional (e.g., marketing, finance) or productservice (e.g 
halal meat production, bookstore, conference) managers develop mission 
statements focused on functional or productevel activites. Other organ- 
\zations usually entrust this responsibilty to the department head or the 
‘committee chair Generally, the mission statement's level of specificity 
Increases the futher down you go in an organization. However, one com 
mon element remains whether you are running a not-for-profit organiza 
tion or @ business: The organization's mission statement subsumes the 
mission statements of all ts subunits. Hence, they need to reflect the 
same core values and the same strategic intent enunciated at the organi- 
zation level 

Functional area mission statements emphasize the department's contr 
bution to the organization's vision and mission, its role within the organizi- 
tion, and what it intends to do." An example of a mission statement for a 
training and development department would be to enhance organizational 
effectiveriess by developing future leaders and establishing a culture of ust 
and self-reliance. 
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IDENTIFYING 
AND PRIORITIZING 
GOALS 


Outlining Goals 


WOENTIFYING AND PRIORITIZING GOALS 


According 

to the Pareto 
Rule, address- 
ing 20 percent 
of the causes 
may 

take care of 80 
percent of 

the effects 
associated 
with any 
problem 


‘Another problem that may arise during the goal selection process is 
that emotions may hijack the choice and ranking of strategic priorities, 
‘Organizations are boundedly rational,’ and therefore are Wkely to 
choose the first goals that meet minimum criteria and upon which 
‘everyone can agree. In contrast, Thomas Edison, the inventor of the 
electric ight bulb, initially came up with several dozen filaments for his 
bulb. He proceeded to test them to find out which one, given certain 
criteria, would work the best. But he did not stop at the first filament that 
worked; rather, he selected the one that best met his criteria, Similarly, 
‘stopping at the first agreed-upon goal may be dysfunctional if addition- 
al potential goals are not searched for and examined within the time 
allocated for this stage of strategy formulation. In a worst-case scenario, 
the SPC may succumb to groupthink and give credence to only those 
‘goals proposed by the leader or a very charismatic SPC member. 

(One of the better ways to resolve such a distortion is to gauge the 
relative impact of implementing each goal and then choose a selective 
set of goals based on the Pareto Rule. Briefly stated, the Pareto Rule 
states that 20 percent of the causes are responsible for 80 percent of 
the effects associated with any problem, Hence, choosing and imple- 
menting the top four goals from a potential set of 20 may achieve 80 
percent of the organization's strategic plan 

To help select the top four goals in a relatively conflic-free manner, 
you could ask the SPC to use the green dot balloting process men- 
tioned in chapter 3, Have each participant announce his/her top two 
‘goals and then go around the room until you have written down on an 
‘easel pad a list of unique, non-duplicated goals (each goal being iden- 
tifled by a letter, as shown in exhibit A). Next. distnbute a fixed number 
of green dots to each participant using the 1/5 ratio (Le, if there are 20 
goals listed, give each participant 4 dots). Ask them to allocate the 
dots among the goals and write the letter(s) associated with the "most 
important" goal on the dot. Thus, if goal E is considered most impor- 
tant, it may receive 3 dots; if goal Ais considered the next most impor- 
tant, it may receive 1 dot: and the other goals would receive no dots at 
all. Ask participants to stick thelr green dot(s) on the easel pad next to 
the goals they chose. The resulting ballot should look similar to exhibit 
‘A. and a quick visual count should tell you the goals’ order of prionty, 
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IMRC's Goals 
‘* To provide health care to Indians in general, and to 
Indian Muslims in particular 


‘Ameen Housing Co-op 

'* Foster Islamic investment practices which benefit eco- 
omic, religious and social aspects of a member's ie 
‘and the Muslim community at-large. 

* Help members purchase homes with an interestroe 
alternative to the society's demands. 


‘+ Assist in establishing Muslim Communities across North 
America, 


Muslim Community Association of 
‘San Francisco Bay Area 
* To lve and share our faith with all of God's people. 
* To teach Islamic beliefs and values in the context of 
deepening spintualty and community involvement, 
* To inspire leaders for stewardship in community service. 
«To make our Mosques vital centers for worship and 
‘community needs. 
*# Toempower the community to lead an Islamic way of if. 
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GAP ANALYSIS 


© you wha believe! Fulfil (all) obligations. (Qur'an, 5:1) 


Ato pertoming the SWOT analysis, the SPC must assess ary gap 


between the Islamic organization's current pertormi 


noe and the per 


formance required for implementing its vision, mission, and goals. If your 
organization is strategy savvy and has a strategic plan that ithas already 
started to implement, you may wish to look at chapter 14, where we dis- 
cuss in detail how ts 


measures should have been developed concurrently with your strategic 


nduct a performance assessment. Ideally, these 


and operational or action plans, and should have been monitored during 
strategy implementation. f such was the case, measuring any departures 
from the performance measures and precisely gauging the gap between 
1d and your actual strategy should be quite easy 

4. the SPC must develop explicit bridg- 


your intend 


Once these gaps are pinpoint 


ing strategies. If 


re is no gap, It may mean that your organization 
level. If the gap cannot be bridged in 


should be performing at a highe 


spite of your best efforts, the SPC must adjust the strategic plan to make 


a 


GAPANALYS 


it more realistic and achievable. It |s better to prune those parts of the 
plan that have unbrdgeable gaps than to let them linger on for years 
and create false expectations, Your plan should outline what you and 
your organization can realistically expect to deliver. This is how you 
build credibility and trust with respect to your core constituencies and 
‘external stakeholders 


Closing the Performance Gap 


Should your 
organization be 
unable to close 

8 gap after 
reformulating 
its goals, 
consider 
dropping or 
postponing 
some of them= 
‘5 the Prophet 
Muhammad did 
at Hudaybiyyah, 


The SPC can be quite creative in finding ways to close the gap. Under con- 
tions of rapid growth, the SPC may recommend an entrepreneurial tum 
around strategy focusing on innovative products and services. Conversely, 
when the environment is stagnant, a retrenchment tumaround strategy 
may be followed lo selectively prune unnecessary ancillary activities in 
‘order to sharpen the organization's focus. if your organization cannot 
achieve certain goals by itself, perhaps it should form a strategic alliance 
‘ora joint merger with other Islamic organizations. During the height of the 
Serbs’ genocidal campaign against Muslim Bosnians, leading Islamic 
organizations in North America realized that they could not muster any effi 
cient Intemational support for the victims unless they built a strategic 
alliance, Therefore, a Bosnian Task Force was formed to bring together the 
‘major Islamic organizations, With Aliah’s help and the assistance of other 
faith-based communities, the task force achieved its goal of helping the 
Bosnian Mustims. 

‘Should your organization be unable to close a gap even ater refor- 
‘mulating Its goals, consider dropping some of them, Events and circum 
stances sometimes require postponing a goal's implementation, While 
this may be a bitter pill for some members of your Islamic organization to 
swallow, they only need to remember what happened at Hudaybiyyah: 
The Muslims had to abandon their haij, much against their wil. However, 
this tured out to be only a temporary setback in Islam's march across 
Arabia, 


CRAFTING 
STRATEGIES 


Strategies 
should stem 
from profound 
understanding 
rather than 
emotional 
bravado 


Ast 


rategy is the pattem or ple 


In that integrates an organiza 


tion's major goals, policies. and action sequences into a cohesive 


whole. A well-lormulated strategy helps to marshal and allocate 


an organization's resources into @ unique and viable posture 
based upon its relative intemal competencies and shortcom 
ings. anticipated changes in the environment, and contingent 


moves by intelligent opponents 


(James Brian Quinn’) 


Jes. Many strategic thinkers recommend that you base 


ation’ 


sore compete 
your strategies on understanding rather than bravado.’ Thus, if an 


Islamic business has a group of well-trained, highly qualified sofware 


programmers, it would not make sense for them to go into the perfume 


or prayer-cap business 


In designing strategies, then, a basic principle Is to challenge your 


opponents on your own terms. not theirs. As indicated by Khan, we 


can derive this principle from the events surrounding the treaty of 
Hudaybiyyah.’ Since the unbelievers found themselves in an advanta: 


ge0us position, they naturally wanted to fight the Muslims. Inspired by 


Allah, the Prophet understood the strategic importance of restraint and 
accepted their conditions, even though it disturbed many of his 
‘Companions. However, the resulting ten-year peace treaty changed the 
field of activity from the battlefield to the field of ideology and ideas. Within 
‘wo years, Islam emerged victorious because of Its ideological clarity and 
superionty. 


Important Strategy Dimensions 


Other dimensions of strategy” that Muslims need to pay attention to are: 


Forward-looking: Given that your strategy outlines @ series of 
‘action sequences, it must be forward-looking and based on the 
'SPC's understanding and forecasts about your organization's 
‘environment 

Proactive: Since the extemal envwonment is dynamic and antio= 
Ipatory, your strategy needs to consider your compatitors’ reac 
{ion fo your organization's initiatives $0 that you can prepare an 
effective response. 

Dynamic: The extemal environments dynamic nature and 
potential competitors’ moves and countermoves mean that lead- 
‘ors of Islamic organizations must be quick on their feet and ready 
to act at any te, 

Value-driven: When choosing goals and strategies, man- 
‘agers should attempt to maximize the firm's total value and 
select value-driven goals by correlating organizational abih- 
ties with market opportunities to maximize the firm's value. 
‘Your organization may not necessarily pursue the most prom- 
ising opportunity due to an inability to hamess it, At the same 
time, however, the organization may not be using its top core 
competencies if nobody wants the products or services that 
these competencies produce. For example, your company 
may be the best in the world at producing typewriters, but 
clearly the world no longer uses them. Hence, it would be 
unwise for your company to produce obsolete products or 
provide unnecessary services 

Adaptive: Very often, an organization will list the strategies 
that it intends to adopt for different goals, These strategies 
may be similar to what worked in the past. However, because 
of the environment’s dynamic nature, it is likely that what 
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‘worked in the past may now be obsolete or even inappropriate 
AS a result, companies may find out that the set of strategies 
that they actually use (realized strategies) are quite different 
from those that they initially intended to use. These realized 
strategies are adaptive, given that they emerged from a chang- 
Ing situational context, As long as the strategies are not uneth: 
teal, the outcomes sought are what matter, 


What Strategy Involves 


In general, your organization's strategy answers the question “how?” 


How to satisfy your stakeholders (e.g, customers, regulators, donors, 
OF investors) 
How to grow the organization to better serve your customers. 


Worksheet #12 (Appendix A. p. 175) wil help you draft your organiza- 
tion's strategies. In designing strategies for any Islamic organization (@.g 
@ mosque, @ shopping mall, a computer store, or a religious foundation 
[wagf) your answers to the above questions reveal what you need to do, 


we 


Prioritize goals 

In general, goals should be implemented according to their pri- 
‘rity. Note that priorities can change in a turbulent environment 
‘and that you must then reorder your organization's goals, 
Each goal must be ted to your organization's strategies, In 
addition, each goal may have several strategies. Its very rare 
for one strategy to bring about the implementation of one goal, 
for each goal may have several parts that need to be 
addressed by a strategy tailored just for one particular part 
Develop a sustainable competitive advantage or position 
Islamic organizations must compete, all the while remaining with- 
in the bounds of Islamic ethics. Isa, in fact, encourages market, 
competition. For instance, Saeed et al. cite the following incident *; 
Once Umar al-Khattab passed by Hat ibn Abi Balta'ah and 
leamed that he was selling raisins at a much lower price in order 
to ruin his competitors. Umar told him: “Either raise your rate or 
leave our market" From this and similar hadiths* we can tell that 
Islam abhors price manipulation and encourages a free-market 
system and fair competition (munafasah). Islamic organizations 
‘should develop strategies to enhance their competitiveness and 
not restrict free-market competition 
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3. Defend against threats to the organization 
In a changing environment, Islamic organizations may find that 
other organizations meet their customers’ needs more effectively 
Svategies may be developed to enhance the quality of one's 
product or service, including building strategic alliances with 
other stakeholders. If your organization consistently performs. 
poorly, perhaps you should retrench. As an Islamic not-for-profit 
organization, the money donated to your programs is an amanah 
(trust). f you cannot use these donations to serve Islam and 
Muslims with your current product or service offering, find anoth- 
fr niche where you can be more effective. One national Islamic 
organization decided to sell its bookstore business after decades 
‘of poor performance when it realized that other competitors 
repeatedly outperformed it and that subsidizing continuous finan- 
‘Gal losses was no longer an option. The same is true for a busi- 
ness. If you are continuously losing money, find a niche that is 
‘stil halal but is more aligned with your competencies, For exam- 
le, Japan was outperforming Intel in memory chips. This even- 
tually Caused Intel to abandon that niche and become a micro- 
Processor designer and manufacturer. Today, a majonty of the 
‘world's desktops and notebooks run on Intel microprocessors, 
‘such as the Pentium chip, 


4. Execute complementary and consistent strategies 
As indicated earlier, strategy \s both a single-action sequence 
‘and the unifying pattem underlying all of the different strate- 
gles. Complementanness means that the strategy used In one 
part of the organization should not hamper the strategy used in 
another part. Consistency means that although the organiza- 
tion may be using a defensive and then an offensive strategy, 
both strategies can help it succeed and achieve a sustainable 
competitive advantage. For example, a firm may be retrenching 
with respect to one market, but simultaneously expanding in 
‘another. The hijrah could be considered the Prophet's retrench- 
ment strategy; yet he was simultaneously expanding into 
‘Yathnib (pre-Islamic Madinah), where his message was more 
welcome. These two strategies differ, but when they are looked 

at within the context of his overall mission, they worked. 
‘Similarly, when Emperor Constantine stymied Sultan Fateh’s 
avy by ordering a heavy chain taid across the Bosphorus and 
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making it impossible to block the Venetian ships resupplying 
‘enemy forces, the sultan ordered his boats to be withdrawn and 
towed, ovemight, over @ mountain and then relaunched from a 
place where they could go on the offensive. These dual strate- 
Gies of retreat and offense were mutually complementary and 
consistent and, by Allah's Grace. led to the ultimate liberation 
of Constantinople. intemal consistency among the various 
strategies being employed to meet the organization's different 
goals is critical 

Figure 4 illustrates the interplay among multiple strategic 
moves for an Islamic organization. This hypothetical organi- 
zation simultaneously uses defensive as well as offensive 
strategies. In response to the competitors’ efforts to duplicate 
its products, the organization may drop its prices or narrow 
{ts product mix. At the same time, new customer needs may 
be surfacing. Hence, the organization may be developing 
new products or expanding its geographical domain. While 
each of these strategic moves is a strategy unto itself, the 
overall pattern of any strategic move also represents an 
‘organizational or a corporate strategy. An Islamic for-profit or 
not-for-profit organization can do both simultaneously, as 
fong as one set of strategies does not stand in the way of a 
different set of strategies. 

Figure 4 
Organization Strategy as a Pattern of Actions 
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Ropeating the 
same strategy 
handed down 
by previous 
leaders or 
mindlessly 
copied trom 
competitors 
may lead the 
organization 
into a rut 


When a 
previously 
effective 
strategy no 
longer works, 
a strategy 
inflection point 
may have 
been reached. 


Be creative and do not repeat past mistakes 
Organizations often get into a rut and need to re-assess what 
strategy Is the most effective for achieving their mission and 
goals. Repeating the same strategy handed down by previous 
leaders or copied ad nauseam from competitors may lead 
nowhere. Just as Prophet Muhammad was willing to listen to 
‘Salman al-Farsi's innovative suggestion at Khandaq, contem- 
porary Muslim leaders need to develop creative strategies 
within Islam's parameters. One such example comes from 
Pakistan's Edhi Foundation, an organization dedicated to help- 
ing the poor and the desttute to help themselves. This founda- 
lion has provided some unconventional welfare services, 
despite severe social and cultural opposition. For example, 
Jhoolas (cradles) represent @ creative solution 10 a very sad 
problem: Baby cradles are installed near most emergency Edhi 
centers, where unwanted children can be abandoned anony- 
mously. Although some external stakeholders assert that this 
service encourages ilexitimate chikdbith, the foundation believes 
that these cradles prevent the even greater crime of abandoning 
‘unwanted babies to die in garbage dumps. 

‘Monitor strategy inflection points and respond to changing 
‘environmental conditions 

‘An important skill that your Islamic organization may wish 10 
develop is the ability to track strategy inflection points. As indi 
cated by Intel's former CEO Andrew Grove, organizations should 
‘monitor the effectiveness of the strategies being used: “A key 
waming sign .. [of]... a strategic inflection point is when all of a 
sudden, the company you worry about has shifted. You dealt 
‘with one competitor all your if, and ail of a sudden you do nat 
care about them. you care about somebody else. A mental silver 
bullet test. fs} Ifyou had one bullet, whom would you shoot 
with it? you change the direction of the gun, that . signals you 
‘may be dealing with more than an ordinary shift in the competi- 
tive landscape.”” When the strategies begin ta ~and continue to 
— lose thelr effectiveness, as indicated by former peak pertorm- 
ance levels never being reached and even desiining despite 
your best efforts, a strategy inflection point has been reached, 
‘You should act immediately, and the organization should imme- 
diately ty to adjust ts strategy to fit the new Grcumstances. 


Levels of Strategy 


Strategy occurs at multiple levels, In a large Islamic corporation or 
organization, strategy occurs at five levels: 


Enterprise, Generally, the strategy here focuses on the general 
societal need being met 

Corporate, Strategies here encompass the whole organization 
‘and its divisions or strategic business units (¢.g., a charitable foun- 
ation. bookstore, or da’ wah). 

Business, This type of strategy is a function of the company's 
degree of diversification. If this company has multiple divisions, 
then each business (division) should have its own strategy, 
Functional. Within each business unit (division), functional areas 
exist (@.g., accounting, marketing, sales, production, and research 
‘and development), Each functional area must tackle the issue of 
strategy within each function 

Operating. Key activities within each functional area need to have 
their own strategy (@.g... managing the fleet of cars or maintaining 
andlor upgrading the website). 


For most smal Islamic organizations, only the bottom three levels apply 
‘organizational (corporate), functional (departments, committees, or task 
forces) and operating strategies. Figure 5 depicts this relationship 
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Figure 5 
Levels of Strategy for an Islamic Organization 
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Each level of strategy should be consistent with the higher and lower 
levels, for each level builds upon the one above it 


Mustration capsule 5 gives some examples of organization strategy. 


Itustration Capsule 5 
Examples of organization strategies 


mc 
'* Educate people about health and healthcare. 
‘+ Emphasize preventive medicine 


McDonalds 

'* Add new restaurants annually or market 
‘expansion. 

'* Use new menu items and low-price specials 
0 promote frequent customer visits 

* Choose sites convenient to customers 

‘* Focus on limited product line and consistent 
ualty 


National Highway Traffic Safety Administration 
Strategies 
* Sat and enforce safety performance standards for 
motor vehicles. 
* Promote safe driving behavior 


Four Tests of a Strategy’s Effectiveness 


How do you know whether your strategy is a winner? Thompson, 
Gamble, and Strickland propose three tests for determining this. | have 
An Islamic added a fourth one: ethics (akhiag) 


Organization 1. The Goodness-of-Fit Test 
should aim for How well does your Islamic organization's strategy fit its situa- 
adaptability ‘ton? Although you would want a tighter ft between your strategy 
rather than 2nd its external environment, may be problematic. A tighter itis 
adaptation. 


rot always better because of the distinction between adaptation 
and adaptabity, for both are ways to adjust to the extemal envi- 


nS . 
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tonment’s changing demands. However, they have distinctly 
different results. When an Islamic company engages in adapta- 
tion, it fits its customers’ needs better than any other competitor 
In the short-term. However, any future change in the customers 
‘needs will drive it out of business because it has so customized 
itself to ft the customers’ curent needs that it has become over- 
‘specialized and cannot adjust. In contrast, an Islamic company 
that engages in adaptability may meet its customers’ current 
‘needs in a general manner. but also retain enough organization- 
al slack (extra cushion of resources) to meet their future needs, 
‘should these change. 

The Competitive Advantage Test 

Does strategy lead to competitive advantage? An Islamic 
business must not only develop a competitive advantage, but 
must also be able to maintain it (viz. achieve a sustainable 
competitive advantage). In this regard, systems theory talks 
of dynamic equilibrium, by which it means that an organiza- 
tion that is number one at one point in time may not continue 
its supremacy forever and may actually lose ground over 
time if it does not strive to maintain its competitive advan- 
tage, An excellent example is Turkey's Ottoman Bank. Once 
‘twas the central bank. However, its status dechned because 
{ts leaders did not keep up with the changing times. Now, 
many competitors are thriving where it used to 

The Performance Test 

Does strategy boost organization performance? Ifthe organi- 
zalion's strategy is not improving its performance (e.g, mem- 
bership decreases, fundraising targets are missed, market 
Share is being encroached upon, geographical coverage Is 
stirinking), then decision makers need to rethink their organi- 
zation's strategy, An excellent example is how Khalid ibn 
Walid adjusted the Muslims’ army during the battle of Yarmuk 
afer the first three days of battle: the numerically superior 
Byzantines almost managed to break through on a couple of 
fronts. So confident were they of success that some of them 
chained themselves to each other. Khalid realized early on 
that an offensive, frontal attack would surely be defeated, 
and so he combined defensive and offensive strategies, 
depending on what the Byzantines were doing. 


AMuslim 
organization 
that fails the 

akhlag test 
has failed 
everything. 


The Ethics (Akhlaq) Test 
Your organization's strategy may have 2 proper ft with the 
external environment, may lead to sustainable competitive 
advantage, and may improve overall performance, but may still 
be wrong if itis unethical, Let us assume that you are a Mustim 
doing business in a country where unethical practices are the 
norm, where cheating allows you to run your competitors out of 
business and obtain high profits by gouging your customers. If 
you engage in these practices, have you behaved islamically 
‘and ethically? As someone once said, if you win the rat race, 
you are stil a rat! In chapter 16, the link between strategy and 
ethics will be covered in much greater detail 


DEVELOPING 
MEASURABLE 
OBJECTIVES 


bons avoid them to dodge accountal 


ty of objectives, some leaders of Islamic organiza 


Y, are reluctant to terminate old 


(and failed) projects, or engage in activities that are not directly ted 
to their mission (eg, traveling, giving speeches, cultivating a rock star 
image). If you want to avoid organizational decine and decay, set and 


MART c 


imploment S tives 


SMART Criteria 
Objectives. the specific action steps that have to be taken to achieve 


ptable, 


pals, must meet SMART (viz., specific, measurable, a 


ealistic, time-bound) cntenia. They must be 


Objectives * Specific: What (part of the goal) are you focusing on? Some 


which meet goal be Immense, such as wishing to raise the ethical 
SMART criteria level of your nation’s business community. But to achieve 
will facilitate this desirable goal, you may need fo break iL into smaller, more 


gap analysis manageable segments and attach a specific objective to each 
and perform: segment. As Kouzes and Posner indicate, the most effective 
ance assess Jeader is one who plans small wins.’ This approach makes the 
ment cal and its associated objectives appear much less daunting, 
and eartier successful implementations of small abjectives tend 

to have @ multiplier, motivational effect. 
1% 
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% 


Measurable: How much is to be achieved? Your organiza- 
tion's objectives must be quantitative, because this is how 
progress toward their achievement can be measured, Later, 
{88 your organization implements these measurable objec- 
wes, any gap between the intended and the realized target 
should be scrutinized. Do not leave the numbers attached to 
an objective vague or "something to be agreed upon at a later 
date,” for this is no more than passing the buck. Being “nice” 
6 diplomatic here can actually hurt your organization's long- 
term performance and its effort to serve Allah, 

Acceptable: |s the objective acceptable to those who wil 
implement it? This criterion is critical, for no amount of sophis~ 
‘cated planning matters if the plan is not implemented. Unless 
the implementers wholeheartedly accept the plan as well as 
the objectives assigned to them, the plan is as good as dead 
from the start. The team leader entrusted with meeting an 
objective must be passionate about it and take ownership of 
\t. The objective is now theirs; they will champion it and see it 
through. You will not have to goad or remind them, 
Realistic. What is the outcome? Is it challenging yet achiev- 


Hf eurrent ‘able? Your organization's objectives must be fexibla, because 
performance {his is how it will move from where itis now to where it ideally 
is not wants to be. At the same time, the objective must not be so 
measured ificut as to discourage its implementers. Do not set the bar 
against the to0 high oF too low. 
intended objec Time bound: What is the deadtine for meeting the objective? 
‘ive in The implementers must have a clear idea of this date. 
4 systematic Otherwise, they will get in each other's way and may even 
manner, the come into conflict with each other as key elements of the 
motivation and ‘objectives or the necessary resources do not come online at 
accountability the appropriate time 
sae To reterate, goals and objectives are not the same, Goals focus 


implementation tiee Veco timre thor he teed 
Will be weak, ‘2¢h#. and are usualy implemented in order o prot. In contrast, objec- 
{ives are attached to a spectic goal and entity (@.9..a division, department, 
functional area, committee) in order to maintain accountability, In addition, 
they are to be quantified as much as possible. The basic rule here is: If 
‘tis not measured, it wil not be accomplished. 


Strategie Planning ane lo 


Your vision statement is usually rather idealistic, but your objectives 
must be realistic. Tie your objectives to @ budget based on a realistic 
Income stream 


lustration Capsule 63 
Examples of Organization Objectives 
MRC: 
Goal: To provide health care to indians in general, and to Indian 
‘Muslims in particular. 


Strategies: 

* To educate people about health and health care 
‘* To emphasize preventive medicine, 

Objective: 

* Toestablish 3 mobile clinics by end of 1992 


ISNA: 

Goal: To produce well-rounded and capable Imams and leaders 

for the North American Musiim community 

Svratogies: 

© To offer various types and levels of training programs 
that combine knowledge of Islam and leadership 
skills. 

* To identify and/or publish material relevant to the goal. 

* To offer mentorship opportunities for Imams and 
leaders 

* To reactivate the Islamic Teaching Center to create an 
Imam and Leadership Training Center (ILTC), 

Objective: 

‘© To establish the Center by hiring a director ang executive 
assistant before the end of 2003. 


‘The EDH! Foundation: 

Objectives: 

© The establishment / extension of additional Edhi homes: 
for the destitute during the next three years is planned 
{or al major cties. These cies include Peshawar, Quetta, 


n 
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estimated cost of the above facilities is over Rs. 100 
million, 

‘© The number of ambulances will be increased from an 
‘existing 400 ambulances to 650 ambulances over the 
next two years. The total cost of ambulance centers and 
associated ambulances will be approximately Rs. 56 
milion, 

inorder to run EDHI services and meet recurrent expen- 
itures on fong:term footing, the foundation hopes to 
raise Rs, 400 milion within the next 5 years as a reserve 
fund which will act as a fixed deposit base, 


When SMART objectives are defined appropriately, your Islamic 
‘organization can easily evaluate its own performance (see chapter 10). 
The strategic plan's objectives establish benchmarks to gauge whether 
the organization is on track or drifting away. Given the dynamic nature of 
{an Islamic organization's work, its objectives should be revisited period- 
ically to make sure that they fitn with the remainder of the strategic plan 
‘and are eliciting the intonded level of performance. Doing this once ot 
twice a year is sufficient, unless the external environment is turbulent. AS 
Migliore et al indicate, objectives also represent a performance contract 
between the leader and his/her followers and should be written down 
accordingly 


Examples of Poor vs. Good Objectives 


B 


Writing your objectives down makes it easy to spot those that are poor- 
Jy expressed or do not meet SMART criteria. Consider these objectives 


tustration Capsule 6b 
How To Write a Good Objective 
Example 1 
Poor objective: To maximize membership within two years. 
Issues: What does "maximize" mean? Are we going to open 


‘our doors to anyone who knocks on them? Are there 
any fiters that should be applied to potential members 
(eq. level of education, area of specialization)? 


Improved Objective: Our objective is to increase membership among | 
professional sisters by 10% each year for the next 


5 years. 

Example 2 

Poor Objective: To maximize the sales revenue and profit of our 
Islamic books. 

Issues: One cannot maximize sales revenue and profits 


at the same time, If! want to maximize profits, 1 
could sell each book at a high price. This would 
maximize the profit per book, but the total sales 
revenue would decrease as a resull. 

Improved Objective: Our objective is to increase sales revenue by 
50% and profits by 10% by the end of next year. 


Example 3 
Poor Objective: To become the most effective isiamic organization, 
Issues: In which geographical area? “Effective” according 


to whose criteria? Different stakeholders use ci- 
ferent criteria to assess organizational etective- 
ness, and very often the enteria used by diferent 
parties contradict each other 

Improved Objective: Our objective is to become the leading da wal 
oriented organization for Muslim converts in the 
U.K and Ireland by 2007. 


DEVELOPING 
OPERATIONAL 
PLANS 


A strategic 
plan must be 
translated into 
‘an operational 
plan to facil 
tate short-term 
implementation. 


Shura's critical 
inhelping a 
Jeader during 
both strategy 
formulation and 
implomentation. 


EEsecive satevc plan plementation depends on people. Picking 
the right person for implementation is absolutely critical, as indicated by 
Khalid ibn al Walid, the best strategist in Islamic history. Al the onset 
of the battle of Yarmuk, where the Muslims faced a far more numerous, 
Byzantine army, Abu Ubaydah, the general appointed by Umar to lead 
the Muslim army, delegated this task to Khalid. Khalid agreed: "Abu 
Ubaydah is a man of the purest character, but he does not know the 
stratagems of war.” Realizing that he was, by the grace of the Almighty, 
the right person to lead the army, this seasoned veteran went on to win 
another major victory. 

‘Commenting on the importance of selecting the night person, Beokun 
‘and Badawi indicate that it may not always be possible to find a strong 
(Muslim with the requisite skills” In fact, an Islamic organization may have 
to choose between a strong Muslim with weak leadership skills and a 
strong leader with moderate or weak Islamic understanding, Amr ibn al- 
‘As had only been a Muslim for four months when the Prophet appointed 
him to lead the Muslims at the battle of Dhat al-Salasil, bn Taymiyyah 
provides a rationale for this decision in his As-Siyasah al-Shariyyan, 
A leader with weak or inadequate expertise can bring disaster to an 
‘organization, whereas a skilled leader may advance and help it. Even if 
‘a shilled leader is not a strong Muslim, his shortcomings can be made up 
through the shura process of decision-making, sound advice (nasihah), 
‘and the implementation of jointly agreed-upon goals 


a 
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Operational Plans 


‘fier formulating the organization's strategic plan, the SPC should tur its 
attention to shorter-term plans, namely, operational or tactical plans, for 
each key results area.‘ The plans developed for each of these areas typ 
cally cover @ span of one year. Strategic and operational planning are rarely 
done at the same time and by the same people. An operational plan needs 
to focus on the folowing 

1. _In-order to offer products or services consistent with our strate- 
gic plan, what are our short-term objectives (targets) within the 
‘next year? Targets are SMART, shorter-term actions designed 
to accomplish longer-term objectives. Each target may be sub- 
divided into sequential activites, must have a time component 
{usually a year or less). and should always be attached to spe- 
cific units (e.g, functional areas, departments, or committees), 
To repeat, the length of time attached to a target may be loss 
than one year. depending on the velocity of the external envi 
ronment. A faster, more turbulent environment makes it harder 
10 forecast far into the future and requires much shorter time 
frames with respect to targets. 

2 Which performance measures can we use to gauge our 
progress toward meeting these targets? 

3, How will we reach these short-term objectives? In other words, 
what human, financial, and other resources can we assign to 
each objective? Resources are the means by which we can 
‘accomplish predetermined activites, including plant, labor, raw 
‘material, and other assets 


Functional, Departmental, or Committee Plans 


2 sip 


Alter developing the organization's strategic and operational plans, it 
is time to develop functional area plans (¢.g., finance, human 
fesources, operations), departmental, and/or committee plans, These 
must be communicated and agreed upon so that they will be carefully 
aligned with the organizational level plans (strategic and operational) 
Again, this is an iterative, not a top-down, process that requires both 
lateral and vertical communication as well as coordination across 
Product and service areas andlor functional areas 


Both lateral 
and vertical 
(downward 
‘and upward) 
communication 
are critical in 
the iterative 
process of 
developing and 
implementing 
‘operational 
plans. 


To ensure that the various levels of the organization's plans work toge- 
ther in a coordinated manner, the SPC and you, as the leader or the CEO, 
must stay vigilant and keep a bird's eye view of the whole planning land= 
‘scape. While you should rarely get involved in operational details, you may 
delegate key tasks without abdicating your own responsibilty. Throughout 
the implementation process, use your own leadership skils, an appropriate 
‘organizational structure, and a culture based on excellence to execute the 
strategic and operating plans. At all imes, stay focused on the organiza- 
tion's shared vision. It is your responsibilty, and nobody else's, to be the 
‘drumbeater and cheerleader who galvanizes your folowers into action 

‘An example of an operational plan from IMC and SMO (a hypothetical 
composite Muslim student organization based on several existing organiza 
tons) is given in thustration capsule 7. 


f Mustration Capsule 7 
| Example of an Operational Plan 
| Re: 

‘GOAL (1990): To provide health care to Indians in general, and 10 
Indian Musiims in paricular 

STRATEGIES: 

‘© To educate people about health and health care 

* Toemphasize preventive medicine, 
LONG-TERM OBJECTIVE: To establish 3 mobile clinics by end of 
1992 
SHORT-TERM OBJECTIVES OR TARGETS: (linked 0 t-year, 
‘short-term objectives) 

‘+ Survey neody areas by mid-1991 (lash assigned to AM) 

** Purchase equipment by end-1991 (task assigned to M,J) 

‘© Staff the clinic by March 1992 (task assigned to SR) 
RESOURCES: 

'¢ Volunteers from local organization (names listed). 

‘© Unemployed medical doctors (names listed) 
PERFORMANCE MEASURES: 

‘* By January 1993, establishment of mobile clinics in 

needy areas in Bombay and Madras. 
‘= By January 1995, decrease in pre-birth mortality rate in 


targeted areas. 


‘smo 
GOAL: 
Increase SMO presence on North American campuses 
STRATEGIES: 
* Attract and retain more members 
« Educate members in da'wah 
LONG-TERM OBJECTIVE: 
To increase the number of registered SMO members to 10.000 
within the next five years, 
‘SHORT-TERM OBJECTIVE: 
Decrease membership application processing time by 50% 
within 1 year. 
ACTIVITIES: 
= Streamiine application form (assigned to specific 
Individual) 
* Change membership database software (assigned to 
‘specific committee) 
++ Train staff in new database sofware (assigned to 
‘specific individuals) 
* Test and refine new process (assigned to specific 
committee) 
RESOURCES: 
‘© Membership services staff (names listed) 
‘= Benchmarking organization (name listed) 
‘= Database software designer training staff 
(names listed) 
PERFORMANCE MEASURES: 
'* 10% decrease in complaints from new applicants 
within 1 year 
‘= All new membership applications to be processed 
within 3 days of receipt 


‘A more detailed example of SMO's operational plan with respect to 
the training activity is listed in Wustration capsule 8. You can also use 
Worksheet #13 (Appendix A. p. 176) to outline your operational plan. 
Your strategic plan must be translated into an operational plan for it to 
make sense to the implementers. Otherwise, it will remain too lofty and 
nebulous, and your followers or employees will find it dificult to transiate 


the organizational plan into something meaningful and executable. It is 
Possible that once they work on the operational plan, gaps between 
What is intended and what can be realistically accomplished will surface. 
If this happens, the strategic plan may have to be adjusted accordingly 


i Mustration Capsule 8 
Examples of an Operational Pian 

‘Action Step, Responsible Begin End Estimated Cost 
Task, or Personor Date Date Hours 
Activity Group 

1. Evaluate var: Munipiolead 4720 421 8 $750 
‘ous member- 
ship database ‘i! play @ 
sofware role 

2 Select, pu- — abooiaand 4/22 «6/23 «120 $6,000 


3, Solution: Train Nabesiaissa 6/23 6/0 30 $1,000 


Advice in Mapping Out Operational Plans 


+ Work for long-term goals while striving for small wins and immedi- 
ate results. If you place too much emphasis on the long term, the 
day-to-day or month-to-month results may be neglected and end 
up suffering 

+ When making short-term decisions, aways keep your vision, 
‘mission, and goals in mind. 


« 


Delegate, 
but do not 


Draw up clear targets, activities, and related directives, Make 
sure that all of these are clear to those who are expected to 
implement them. Post them on a large wall exhibit So that every- 
one can see at a glance what they are supposed to be working, 
‘on and how much progress has been made. 

Do not assume that they understand. Use multiple channels of 
communication 10 make sure they do, such as face-to-face 
exchanges, group discussions, direct phone calls, e-mail, videos, 
and handouts. You may wish to store handouts and commitiee 
minutes on a secure intranet site so that implementers can 
retrieve them as needed 

Keep the language of the operating plan simple and under- 
standable 

As indicated by Beekun and Badawl, delegate authonty but do 
ot abdicate responsibility 


DEVELOPING 
CONTINGENCY 
PLANS 


DEVELOPING CONTIN 


Just in case you encounter your own Uhud, develop contingency 
plans. Use a SWOT analysis to quickly develop and rehearse several 
contingency plans to deal with any emergent issues or problems, AS 
‘we will discuss later, scenano building can really help you anticipate 
various types of change. 


Developing a Process 


Never have 
only one 
backup plan, 
Rehearse 
multiple 
contingency 
plans to 

| with any 
emergent 
issues oF 
problems. 


@—Suategic Plann 


‘As the SPC works through the strategic plan, its members need to 
anticipate the moves and countermoves of other sectors of the external 
‘and intemal environments. Unless your Islamic organization wants to 
engage in management by activity and reaction (MAR), make every 
attempt to be proactive, 


Exhibit B: The Battle of Uhud 


craton We etre bk Hae Aart Swot Ath 
ty’ | Aarom Yap om ewes com, 1988 


Constantly fighting fires can sap the life right out of your organization 
and ls strategic plan by diverting your attention from your vision, mission, 
goals, and objectives "A driving instructor once told me to “expect the 
unexpected.” In other words, people and organizations will not always 
behave normatively but according to their awn idiosyncrasies, To the 
‘extant that one understands and plans for some of these idiosyncrasies, 
road accidents can be mitigated. Similarly, a strategic plan that antici- 
ates potential contingencies allows you the flexibly to deal with them 
‘on your own terms. God willing, you will nt be totally taken by surprise 


No such thing 
exists a1 

a perfect 

strategic or 

operational 
plan. 


Although it may never ascertain the whole range of possible contin- 
gencies, an effective SPC will indirectly devise a cognitive process for 
thinking proactively and responding to events that are not part of the 
formal strategic plan. Ultimately, this cognitive process may be one of 
the strategic management process’ most desirable results, because it 
provides the leader and other key decision makers with a common cog- 
nitive template for dealing with unanticipated events. 

‘The SPC must remember that there is no such thing as a perfect strato- 
gic or operational plan. As pointed out ear, trying to create the perfect plan 
is a waste of scarce time and resources. Due to the environmment’s dynamic 
nature, a plan becomes increasingly obsolete as soon as itis formulated 
Hence, contingency plans should always be formulated right along with your 
‘organization's strategic and operational plans. 


Positive and Negative Contingencies 


Outline shead 
of time the 
trigger points at 
which different 
contingency 
plans will 

kick in 


Most strategic planners try to anticipate problems but rarely think of how 
to make use of an opportunity that arises suddenly. A deep understanding 
‘of one's internal and external environments, acquired through a continu 
‘ous SWOT process, wil provide all of the information an organization 
needs to counter unexpected threats or take advantage of opportunities. 
Remember that although an opportunity may be extremely attractive, an 
‘organization should nt rush into capturing it; there may simply be no fit 
between the opportunity and the current configuration of the organization's 
available resources. A good contingency teiptate should filler out such 
tempting distractions. 

Jn mapping out the organization's contingency plans, the SPC will 
‘also need fo determine the trigger points at which these plans will kick 
in. For example, should revenues be unable to sustain expenses, the 
budget committee should be asked to recommend cutbacks or a 
retrenchment strategy. Alterately, the SPC may go one step further and 
recommend specific action sequences once a threshold point has been 
reached. Some threshold points may require tighter scrutiny instead of 
immediate action Finally, the nature of the project being accomplished 
‘and the environment in which these projects exist can lower or raise 
thresholds. Thus, in a hyper-competitve environment where the rate of 
change is extremely fast and the degree and nature of change is itself 
Unpredictable, thresholds could be raised and lead times for action could 
be shortened considerably in order to preempt the contingency plan's 
becoming obsolete. This is true for both opportunities and threats, 


DEvEUIPUNG CONTINGEN 


You should note here that Islam considers both positive and neg- 
ative contingencies. The Qur‘anic injunction to put in writing all con- 
tracts seeks to preempt future misunderstandings and problems. 
Similarly. salat al-khaw! (the prayer of fear), discussed in Sahih al- 
Bukhari (hadith no, 6.59), allows Muslim soldiers to pray in groups 
while guarding against possible surprise atlacks. Thus, contingency 
planning based on potential future scenarios is an inherent part of 
{stam, 


Scenario Building 


A scenario is 
“an internally 
consistent view 
of what the 
future might 
turn out 

to be-not a 
forecast, but 
one possible 
future out- 


come, 


The motto of one of the major consulting outfits in scenario building Is 
“Eyes on the Future, Feet on the Ground,” This implies that while we 
cannot predict the future, since it is Allah's prerogative, we can atternpt 
to anticipate the potential directions that the future course of events 
might take 

‘A scenario can be defined as "an internally consistent view of 
what the future might turn out to be ~ not a forecast, but one pos- 
sible future outcome."*Thus, a scenario is a “storyline” that com- 
bines what we expect about the future with explorations of what may 
be possible. 

‘Soonario building has been practiced throughout Islamic history, 
Prophet Muhammad and Abu Bakr left Makkah for Madinah by the 
southern route, the exact opposite of what the enemy would expect. 
‘Amr ibn Fuhayrah, a shepherd, followed them with his flock in order to 
cover their tracks.” After the Ghassanids intercepted and executed the 
Prophet's envoy to the Governor of Bostra, Muhammad raised an army 
‘and put Zayd in charge, He told the soldiers to follow Ja’far if Zayd were 
hulled and then ‘Abdallah ibn Rawahah if Jafar were killed. if all thrae 
were killed, then the Muslims should choose someone else to lead 
them.*In fact, this is exactly what happened at Mu'tah, where an 
alliance of the northem tribes and the imperial Byzantine troops vastly 
‘outnumbered the Muslims and kiled these three leaders. Finally, Khalid 
‘was chosen as the new leader and then rallied the Muslims, checked 
the enemy's attacks, and led them in an orderly retreat. 

Other examples of scenario building apply to one’s daily life: per- 
forming tayammum (ablution with dust) if walle Is not available for wudu 
(ablution), feeding poor people if you are sick and unable to fast, and 
eating pork — just enough to survive — if you are caught in a MMe-or-death 
situation with no other options, 


Checklist for Building Scenarios 


‘Schwartz describes the necessary steps for scenario building.’ 
| summarize them here: 


‘Identity focal issue or decision 

For Islarric organizations in North America, the 9/11 terrorist attack 
was a major extemal environmental jot, for such an event was 
{otally unexpected. Muslims were shocked, saddened, and out- 
raged. Al of their strategic plans were thrown off course immedi 
ately, and the focal issue becane clearing Islam's name and sur- 
viving as Muslims in North America, Many Muslim communities 
also dearly wanted to allay the ensuing alarm being experienced 
by our friends and neighbors of other faith-based communities 
Pinpoint key forces in the local environment 

Forces in the environment affect the outcome of decisions relating 
to the key issue(s) Wentifed in step 1. These include legislative, 
ppalical, religious, regulatory, and economic forces. Your organiza- 
tion's decision makers need to do their homework and determine 
what they need to know before making any decision, Obviously, 
‘acquiring accurate data is critical 

Determined driving forces in macro-environment 

Driving forces are the major underlying causes of change Some 
‘of them stem from the macro-environment, while others originate 
from the organization's immediate local environment. Examplas of 
{driving forces are changes in information technology, laws (¢.g, 
the Patniot Act and its potential vanants), demography. goverment 
{who is oF Is not in power). public opinion, and Mlestyle, as well as 
increases in uncertainty and business risk. 

Rank by importance and uncertainty 

‘Since some of the driving forces ars more serous than others, 
they need to be ranked in terms of their importance to the pend- 
Ing decision and the level of uncertainty associated with them 
‘Some predictable trends may actually rank higher than unpre- 
ictable ones. And, their ranking may change over time. For 
example, CAIR reports that the media's buffeting of Mustims and 
Islam in the past-9/11 environment is on the increase. A positive 
trend that initially counteracted this negative reaction was the 
tremendous wave of support and understanding shown by many 
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DEVELOPING. cONTINE: 


Select 
indicators: 

and signposts 
so that 
decision- 
makers can 
locate the 
organization's 
role or part 
within the: 
specific 
scenario being 
played out. 


Americans and other faith-based communities. Recently, howev- 
er, @ CAIR public opinion survey of Americans revealed that 
the war in Iraq has taken its toll on the public's perception of 
Muslims and that hate crimes against Muslims have increased 
dramatically. 
Select the scenario logics 
Two or three driving forces can be used to create two-dimen- 
sional scenario maps. Several combinations of driving forces 
can be used to draw maps, one at a time. One driving force 
may be “governmental regulations” with its anchors ranging 
from “restrictive” to “open Another driving force may be 
"media coverage” with its anchors ranging from “biased to 
“valanced.” Four potential scenarios could be developed. 

1. Restrictiverbiased, 

2. Restrictve/balanced, 

3. Openibiased, and 

4 Open/balanced. 
Flesh out the scenarios 
‘Once the scenarios are set, a storyline can be developed for 
‘each by answering such questions as 

1. What events (international, national, local) need to occur 

for this scenario to emerge? 

2. What kind of actors (people) would enact these scenarios? 

3. What are the implications for your organization's strategy? 
This is the most important step. How does the issue to be 
decided upon fare under each of the possible scenarios? Is 
our strategy feasible under each possible scenario? Or else do 
we need to adjust our strategy for them to be workable under 
some of the scenarios? 
Select leading indicators and signposts 
What indicators and signposts do different parts of the 
organization need to recognize in order to locate it within 
the specific scenario being played out? Does the unit 
‘observing the indicator know how to act with respect to the 
Indicator and its associated scenario(s)? What are the 
implications for your organization's strategy? 
Feed the scenarios back to those being consulted, and 
provide feedback to those being consulted about the issue 
oF decision at hand 


Watch out for 
diffusion of 
responsibility 
among team 
members; 

‘it may lead to 
everyone 
dodging 
assignments, 


* Discuss the strategic options 
The decision-makers may then use shura to generate a strategy 
‘contingency grid (based partly on the scenario options matrix from 
Ringland”) and rate its elements from "very positive" to "very neg- 
ative." Clearly the options open to an organization will be a func 
tion of its core competencies. In a politically turbulent scenario, 
‘hiring extra legal staff, using public service announcements, and 
building strategic alliances would be positive, whereas the same 
‘options could be negative in a politically placid scenario. 


Strategy Contingency Grid Scenario 1 Scenario 2 Scenario 3 


Strategy Alterative A 2 x 
‘Svrategy Alternative B i x x 
‘Strategy Altemative C - 2 ‘3 
‘Strategy Alternative D- x a “ 


* This strategy will work vary well under this scenario, 
This strategy will work O.K, under this scenario 
.X This strategy will not work under this scenario. 


+ Agree on the implementation plan 
‘When it has been decided to launch a specific project, appoint 
someone of @ team as the project's owner and task him/her 
with the specific responsibilty of tracking all relevant indica- 
tors, initiating early warning signals, establishing an agreed- 
‘upon contingency plan, and reporting back to the leader. Be 
caretul when appointing a team as the project's owner/cham- 
pion, for team processes may diffuse the responsibilty among, 
team members and enable everyone to pass the buck and 
dodge assignments 

+ Publicize the scenarios, if necessary 
If circumstances require it, publicize some scenanios and their 
associated actions to sway the opinion of carefully selected 
target audiences. Be sure to choose these publicity channels 
carefully and assess the potential benefitsiosses belore 
doing so. 


IMPLEMENTING 

THE STRATEGIC PLAN: 
STRATEGY- 
LEADERSHIP FIT 


STRATEGY: LEADERSHIP = 


J will discuss these macro-level variables in the next three chapters. 
Please note that the section on leadership and strategy implementation 
is discussed in much greater detail in Leadership: An slamic 
Porspective.’ Several leadership issues discussed there are omitted 
here, such as delegation, motivation, and the Islamic leadership 
paradigm. Part of the following section borrows from that book but 
has been considerably expanded. 


A Five-Step Model of Leadership Effectiveness 


Both 
transforma- 
tional and 
transactional 
leaders are 
critical to 
organizations, 


Leadership can be defined as "a dynamic relationship based on 
‘mutual influence and common purpose between leaders and collabo- 
‘ators in which both are moved to higher levels of motivation and moral 
development as they affect real, intended change” Bums define 
leadership as “leaders inducing followers to act for certain goals that 
represent the values and the motivations — the wants and needs. the 
aspirations and expectations ~ of both leaders and followers."* Both 
definitions stress the transformational dimension of leadership where- 
by you, as the leader, and your followers enrich each other. Whereas 
transactional leaders approach followers with an eye to exchanging 
‘one thing for another (e.g., jobs for votes, board positions for dona- 
tions), transformational leaders recognize the needs of potential follow- 
rs and seek to fulfill their higher-order needs," They strive to engage 
the followers full person in order to engender mutual inspiration and 
elevation. 

The transformational dimension is very much @ part of the Islamic 
paradigm of leadership, which stresses the reciprocal enrichment of 
the leaders and the followers. In fact, islam demands that you, as a 
leader, pay attention to your followers’ needs. In a hadith (no. 2942) 
teported in Sunan Abu Dawud by Abu Maryam al-Azdi, the Prophet 
said 


Wf Allah puts anyone in the position of authority over the 
Muslims’ affairs and he secludes himseit {trom them), not 
ulfiling thew needs, wants, and poverty, Allah will keep 
Himself away from him, not fulfilling his need, want, and 
poverty* 

‘At the same time, your followers must provide you with sincere and 
impartial feedback, support you, and help you onent yourself toward 


Umar said: 
‘May God have 
‘marcy upon 
anyone who 


points out my 
faults to me.” 


Loarning trom 
Prophet 
Muhammad, 
Umar 

became the 
quintessential 
Level 5 leader. 
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the good. Umar said: "May God have mercy upon anyone who points out 
‘ny faults to me.” In fact, your followers are responsible for following your 
directives as jong as you behave Islamically, and for disobeying you 
when you do not. According to a hadith reported by Sahih al-Bukhari 
(no. 5.629) and narrated by Imam Ali, the Prophet said: “Obedience (to 
somebody) is required when he enjoins what is good.” 

Although you may behave in accordance with Islamic precepts and 
‘enjoin the good, you might also become too engrossed in your duties 
‘as a leader and thus make yourself inaccessible, Leaders of Islamic 
‘organizations are sometimes perceived as aloof and/or unapproachable 
‘once they reach a certain level of success. Collins analyzes the leader- 
‘ship style of some of the world's best corporate leaders and uncovers 
‘a dimension that he calls level 5 leadership." In contrast to those high- 
profile leaders who thrive on personality cults, Colins indicates that level 
5 leaders are a paradoxical blend of personal humility and professional 
will (@.g., Umar and the personal humilty he displayed while traveling 
{o Jerusalem to receive its keys), The degree of humility and access sug- 
gested by level 5 leadership are critical to the effective implementation 
of an Islamic organization's strategy. 

‘One of the best integrative models of effective leadership is inextrica- 
bly connected with transformational leadership, level 5 leadership, and 
innovation." This model consists of five basic practices that you, as 
‘2 leader, can adopt. We will now discuss the leadership practices 
‘suggested by this model in the context of strategy implementation. 

1. Challenging the Process 

Leadership is an active and dynamic process. The founders of 
the Mustim Students’ Association of the USA and Canada were 
true pioneers at a time when Islam was just beginning to 
‘Spread in America. Malcolm X, after discovering true Islam dur- 
ing his pilgrimage to Makkah, did not hesitate to do @ complete 
luaround: He started rethinking his previous beliefs based on 
black superiority and then began to proclaim the universal mes- 
sage of Islam. He paid dearly ~ with his life, in fact - for speak- 
{ng and living the truth 

While ineffectual leaders sit around and react to events, suc- 
cessful Muslim leaders seek Allah's help and challenge the sta- 
tus qua. In challenging the process, you have to be innovative. 
At times, you will need 10 redefine the process in a way that 


seat 


‘He who mixes 


with poople and 
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endures the 
harm they do is 
botter than he 
who does not 
imix with them 
oF endure the 
harm they do.’ 
— Prophet 
Muhammad 
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tears down the physical and mental barriers that others 
hhave imposed on the Muslim community. For example, dynamic 
‘Muslim leaders in India refuse to allow non-Muslims to label 
‘and classify Indian Muslims as “untouchables * When redefin- 
Ing the situation of Muslims, be careful nol to overstep Islamic 
boundaries, as several people and groups have done recently. 

While challenging the process, search for opportunities both 
Inside and outside your organization or business. Look for ways 
to change or improve the status quo. These new opportunities 
‘may include an innovative new service or activity, reorganiza- 
ton, oF a realignment of the organization's mission, To make this 
‘search fruitful, follow Allah's shura mandate, and consult with all 
manner of people, regardless of whether or not they belong to 
your organization. Even if you do not aways agree with them, 
‘make it point o listen to your most demanding eniics. The most 
effective Islamic leaders that ! work with use shura as part of 
their daly decision-making heuristics. Employing this process 
enables your followers to provide critical insights, since they are 
often the ones closest to the problem areas and know what does: 
‘and does not work. 

Experiment and take risks while challenging the process with 
the understanding that you may not always succeed, Each fail 
ure, however, can be viewed as a learning opportunity. For 
‘example, let's assume that you are learning how to play soccer. 
you stand behind the ball but do not try to kick ft, what have 
you leamed? How can you improve your soccer skils? 
‘Simitary, if you have never opened your community's mosque 
Lup to members of other faith-based communities, how can you 
Jeamn to work with them? You cannot shout for public help in 
times of need when you refuse to honor thelr request for your 
assistance, Go on; try, experiment, and fail need be, but get 
up and improve. 

While challenging the status quo, you, as a leader will oRen 
‘encounter many challenges. For example, you may be assailed 
bby your fellow Muslims more viciously than by members of other 
faith-based communities. Al times, your family may be harassed. 
‘You may even be asked to step down as president or CEO. You 
may pay dearly for seeking to make 3 positive difference, and 
may wonder why you are making such sacrifices when no one 
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appreciates them. Before giving up and accepting the status 
quo, remember the following hadith of the Prophet narrrated 
bby Abdullah ibn Umar and reported by Al-Trmidhi (hadith no. 
'5087) and Ibn Majah: 


He who mixes with people and endures the harm they 
0 is better than he who does not mix with them or 
‘endure the harm they do.” 


You may also wish to reflect on the Quranic verse at the 
beginning of this chapter. 

Leadership is about sacrifice and paradigm shifts. Muhammad 
challenged the worldview of jahilyyan and encountered many 
obstacles. Jesus, Noah, Moses, Lot, Abraham were beloved by 
Allah, but this did not make them immune to suffering. Syed Qutb 
and Malcolm X paid with their lives, but never backed down, 
Muhammad Alt lost his world boxing title, even though his convic- 
tion was eventually overtumned by the U.S. Supreme Court, Anwar 
brahim spent years in jail and paid with his reputation and health, 
Challenging the status quo is never easy, bul reaching the vision 
outlined by your stratege plan may demand no less of you. In a 
hadi narrated by Abu Sa'ks Al Khudri and Abu Hurayrah and 
reported in Sahitya} Bukhar (hadith no. 7.545), the Prophet said 


No fatigue or disease, no sorrow or sadness, no hurt or 
distress befalls @ Muslim, even if were the prick he 
receives from a thom, but that Allah expiates some of 
is sins for that. 


Inspiring a Shared Vision 

When challenging the status quo, you need to have a vision of 
whal you want your organization to accomplish, This is your main 
task. As discussed in chapler 4, this vision is the source of your 
organization's mission statement and long-term strategy. 

In addition, you must involve your members and increase their 
commitment to the vision, Engaging in shura can help fine-tune 
the vision. You can also pray salat al-istishara (see page 158) to 
ask Allah to validate the content and direction of the organiza- 
tion's future direction, 

‘Once the vision is developed, effective leaders work to com- 
mit themselves to Wt and then to communicate it to others $0 
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that they can share it and align themselves with i.” The gener- 
al idea is to share your vision with your organization's members 
in order to increase their commitment to its implementation, To 
See) help others share the vision, explain it to them using "simple 


Imam Ali sai: mages or symbols or metaphors that communicate powerfully 
ather honest, \without clogging [...] communication channels [..}"* 
‘truthful and 3. Enabling Others To Act 
pious people Followers do not succeed (or fail) by themselves. They need 
around you servant-ieaders, namely, leaders who are not so preoccupied 
as your with their sell-serving ambitions that they cannot place other 
companions people's interests above their own." If a person is using an 
and friends. Islamic organization for self-promotion rather than to enable 
Train them not ‘others to lead, he/she can cause serious damage. In a hadith 
to flatter you, feported in Al-Tirmiahi (hadith no. 1345), Prophet Muhammad 
‘and not to seek ‘said: “Two hungry wolves let loose among sheep are not more 
your favor by destructive to them than a man’s greed for property and solf- 
false praises.” ‘aggrandizement are to his faith." Note that the follower can 


‘also be a “hungry wolf in sheep's clothing, This is what Imam 
All was stressing when he wrote to Malik alsAshtar: 


‘Never take counsel of a miser, for he will vitiate your 
‘magnanimity and trighten you of poverty. Do not take 
counsel of a coward also, for. he will cheat you of your 
resolves. Do not take counsel of the greedy t00: for he 
will instil greed in you and turn you into a tyrant. 
Misertiness, cowardice and greed deprive man of his 
trust in God. The worst of counselors is he who has 
served as a counselor to unjust rulers and shared their 
crimes." 


‘As a Muslim leader, you need to have the right intention 
(niyyah), Are you truly leading this organization, or just holding 
‘on desperately to a leadership position because you are the 
founder? If you are the former, focus on helping thase around 
‘you succeed without being concemed about your own personal 
‘gain oF prestige. i you are the latter, step down; there are so 
many other opportunities to do good work for the cause of Allah, 
‘You will leam how good your followers are only when you give 
them the freedom to succeed and become a servantleader. 
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The more 
power you 
share with your 
members or 
employees, the 
‘more power 
you yourself 
have and the 
more you have 
strengthened 
them, 


‘Servant-eaders are transformational leaders who actively foster 
Collaboration by serving. Your hard work, and the help provided 
by your followers, makes things happen, To build collaboration 
among your members, promote frequent interaction. Hold a mem- 
bership meeting every two Weeks. If organizational participants 
‘are geographically dispersed, hold a conference call at least once 
‘@ month, Kouzes and Posner point out thal some organizations 
with superior leaders hokd a staff meeting every moming, although 
this may not be feasible or even desirable in all situations.” By 
stressing superordinate (organizational) long-term goals and 
‘payoffs over short-run objectives and benefits, seek to remove any 
kind of strategic myopia that causes your followers to emphasize 
their functional. departmental, or committee goals at the expense 
of the organization's goals. Ensure that your organization's reward 
system promotes teamwork over individualistic efforts. Finally, 
foster collaboration by nurturing trusting relationships between 
yourself and your members, provided that you have selected them 
with care 

‘Trusting your followers to resolve problems will energize them 
‘and enable them to come up with solutions that you may never 
have imagined. Members must be able to see their work as mear- 
ingful and significant. and must be encouraged to take ownership 
of a task oF a responsibilty. An excellent example of what members. 
can do when entrusted with responsibilty comes from Motorola," 
From 1987-82, this global company trained its workers to focus on 
‘quality, Hosain Rasoli, a technician involved with power transform= 
rs, had often asked himself how the transformers performed in the 
field. As part of the program, he was entrusted with improving the 
transformers’ quality. Aler gathering information about the weakest 
components, he convinced the development engineers to redesign 
the parts. This resulted in a 400 percent improvement in product 
reliability. Rasoll is now Motorola's Mr. Power Amplifier 

Besides fostering collaboration, you have to strengthen others 
through empowerment and delegation. Both concepts share the 
same idea: power is an expandable resource. The more power 
you share with your members or employees, the more power you 
have and the more you have strengthened them. This is the core 
of transformational leadership. in strengthening others, you are 
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placing yourself in their shoes and stepping into their reality 
Consequently, any demand that you make of them is @ demand 
that you make of the whole group or organization, Muhammad 
was a leader who joined others in doing what he asked them to 
do. For example. he helped to build his mosque in Madinah, 
helped out around the house, and partiapated in the digging of 
the ditch prior tothe battle of Ahzab. By being willing to work with 
your subordinates on any aspect of a project or job, you show 
your Jowertevel employees or workers that you do not fee! that 
fonly they should perform the worst andior mast dificult tasks; 
rather, you make them feel empowered and energized through 
your leadership style 
While strengthening your members, work at raising their level 
‘of commitment to the cause. Delegation is critical here, for the 
more responsible they feel for a course of action, the more 
committed they will become. Some leaders use a “signing up" 
fitual, whereby @ person agrees to do his/her best."* Another 
way of building up their commitment level is by making choic- 
5 visible to others. Just as at Aqaba, where the Muslims 
pledged their loyalty to the Prophet in public, have the Muslim 
‘brother oF sister commit to performing a task in front of the 
‘910Up OF committee. The more visible the choice, the more 
‘committed people will be to that course of action. On the other 
hand, guard against too much attachment to a previous course 
‘of action, Muslims who have committed themselves to @ previ- 
‘us task may pursue it even ifthe project is not working out 
and they Keep receiving negative feedback” If a member 
‘becomes too attached to a continuously underperforming proj- 
‘ect, rotate hinviver out and assign somebody else to it. 
Once you have delegated a task, the member may not be 
able to carry it out. You should make sure to provide him/har 
with feedback designed to improve his/her performance in the 
future. Fight your desire to reprimand your follower immedi- 
ately, for according to Kouzes and Posner, the best leaders 
allow their followers the space and time to learn from their mis- 
takes, whenever feasible." Islam concurs with this approach, 
‘as indicated by the Qur‘anic verse revealed after the near- 
defeat of Unud: 


The leadership 
model in Islam 
is centered 
around akhlag 
or ethical 
behavior, 


{tis part of the Mercy of Allah that you do deal gently 
with them. Were you severe or harsh-hearted, they 
would have broken away from about you; so pass over 
(their faults) and ask for (Atah’s) forgiveness for them: 
‘and consult them in affairs (of moment). Then when 
you have taken @ decision put your trust in Allah. For 
Allat loves those who put their trust (in Him). (Quran, 
3:159) 


‘Similarly, Aisha narrated and al-Tirmudh reports, that Muhammad 
stated 


‘Avert the infliction of prescribed penalties on Muslims 
‘85 much as you can, and if there is any way out let a 
‘man go, for it fs better for a leader to make a mistake 
(n forgiving than to make a mistake in punishing. 


‘Modeling the Way 

Your task is not done after developing 9 shared vision and 
empowering others, for now you must lead by modeling the 
way, First, be clear about your beliefs. By practicing what you 
preach, clarity 10 your followers what core valves and behavior 
should be emulated. The Prophet did this, and all current 
Muslien leaders and followers should follow his example. By 
using the word khulug (a derivative of akhiag [ethics}) to char 
acterize Muhammad, Allah describes our beloved Prophet as a 
timeless, vinuous model for all 


Dake gh Gai by 
And you stand an exalted standard of character. (Quran, 
684) 


While modeling the way, remember that the level af your fol. 
lowers’ maturity will afect the degree and speed at which they 
follow your example. Given the different levels of member 
maturity and the nature of the task, break goals down into 
‘small, manageable chunks so that you can achieve small wins. 
These wins are important, because they give your members 
self-confidence and thus have a multiplier effect.” 


STRATEGIE LEADERS 


An effective 
Muslim leader 
never loses 
hope in his 
Creator and 
inspires hope in 
others. 


5. Encouraging the Heart 


‘Succeeding in Allah's Path is difficult, and Muslims will be con- 
tinuously tested. Sometimes, brothers and sisters may 
become discouraged because a strategic plan may look too 
hard or is taking too long to implement. An appropriate verse 
‘or hadith from you during tough times will help them refocus 
and strengthen their resolve. You, in your capacity as the 
Jeader, can never lose hope in Aliah, because doing 8 is tan- 
tamount to disbelief. The following admonition from Prophet 
Ya'qub illustrates this aspect of Islamic leadership: 


Si ihe hy HE Ty eli ge LAS asl Ges 
DoS HAY Soh LGU 4 

O my sons! Go and inquire about Joseph and his 
brother, and never give up hope of Allah's Soothing 
‘Mercy. Truly, no one despairs of Allah's Soothing 
‘Mercy except those who have no faith. (Qur'an, 
12:87) 
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‘So lesa not hoart oF fall into despair, for you must 
gain mastery if you are true in faith, (Qur'an. 3°139) 


A thank-you plaque (with the name of the person spelled 
correctly!), a dinner to thank everybody, or at the very least a 
nice card are all very simple but effective ways to thank your 
members or followers. People do nat work in God's Cause with 
{8 desire to do a bad job or lose, Its up to you to show them that 
they can win with His help. 

No matter what, encourage your followers before the project 
is completely finished. One of the most important tenets of moti- 
vation is the “law of effect’: Behavior that is rewarded will be 
repeated; behavior that is not rewarded will not be. Accordingly, 
establish targets along the path to a longterm objective. 
Whenever your members achieve 3 target, make it a point to 
celebrate their accomplishment so that they will be energized to 
tackle the next segment of the objective or the strategic plan. 


IMPLEMENTING 

THE STRATEGIC PLAN: 
STRATEGY- 
STRUCTURE FIT 
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‘As seen in the above Biblical passage, an appropriate structure can relieve 
much of the overload associated with implementation. The strategy and the 
structure must fit within the parameters to be discussed in this chapter. 
Initially, when setting up a new organization, iis structure is likely to be a 
{function of its strategy. Over time, though, the organization's strategy may 
‘be constrained by the previously adopted structure and the bureaucratic 
Inertia that may have emerged since. Another point that must be consid- 
‘ered is thal a ight ft between strategy and structure is not always optimal 
Pockets of a looser fit within the organizational structure may be designed 
(n order to cushion the impact of extemal environmental jolts upon the 
‘organization. A fi between your organization and its extemal environment 
that is 100 ight may lead to a domino effect, for a major external shock can 
‘penetrate organizational boundaries without any intemal buffering 


Defining Organizational Structure 


Structure is 
the sum total of 
the ways in 
which an 
organization's 
labor is divided 
into distinet 
activities, and 
the coordina- 
tion to be 
achieved 
‘among them, 


Structure can be described as the sum total of the ways in which an 
‘organization's labor is divided into distinct activities and the coordina. 
tion to be achieved among them.” Actually, structure cannot be seen; 
‘one can only See it as represented in an organizational chart, Structure 
describes the formal reporting relationships among organizational 
members, including the number of levels in the hierarchy and the span 
of control (e.g., how many members per chapter president, or how 
many salespeople per sales supervisor), Structure also characterizes 
Jods and the pattem among jobs in an organization * It depicts the 
grouping of individuals into roles (e.g.. supervisor vs. salesperson), 
roles into departments, departments into divisions, and divisions into 
‘organizations, and designates the vertical and horizontal linkages 
‘among functional departments, customer groups, or even geographical 
areas 
According to Daft,’ organizations have multiple structural dimensions, 
such as 
+ Formaiization: The amount of writen documentation and 
procedures in the organization, 
* ‘Specialization: The degree to which tasks are segmented 
into eparate jobs. 
+ Standardization: The extent to which similar work activities, 
are performed in @ consistent, uniform manner. 
‘+ Hierarchy of authonty: Who reports to whom and the span 
of contol 
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Centralization: The hierarchical level that has the authority to 
make 2 decision. Centralization also looks at the degree to 
which authority is concentrated in an organization and where 
Professionalism: The employees level of formal education 
and training 

Personnel ratios: The allocation of people to various function- 
sand departments. 


A Contingency Approach to Organizational Design 


When you start to design your organization's structure, take into account @ 
‘number of contingency or situational variables. The contingency approach 
suggests that your organization's structure depends on several variables, 
including size, the type of technology in place, and the level of turbulence 
in the external environment and strategy. Specificaly: 


There is no 
one bast 
structure for all 
‘organizations. 


Size is the organization's scale of activiies, as reflected in the 
umber of employees andior members, total sales, the number of 
registered members, and so on. The definition of size varies 
‘according to the type of industry in which the organization is 
lwolved. How large is your mosque? Should you measure it by the 
‘square footage of the physical building, the number of Jumu'ah 
attendees, or the number of people at the Eid prayers? Depending 
‘on which entenion you use, you may assess your organization's 
‘Size quite differently 

Organizational technology is the nature of the production subsys- 
Jem, Incluxing actions and techniques used to change organiza- 
‘ional inputs into outputs. Technology includes not only machinery, 
but also work procedures, employee training and education, and 
‘ther eloments. According to Perrow.” technology can vary from 
routine (low number of exceptions encountered in the workflow, 
high number of standard operating procedures for the exceptions 
encountered) to non-routine (high number of unique situations in 
the workflow, low number of standard operating procedures for the 
unique situattons encountered). If you own a Muslim business 
engaged in developing software, you are probably using a non- 
routine technology. Conversely, f you are operating a sugar refin- 
ery, you are likely using standardized, routine technology. 

The environment includes ail elements (e.g., competitors, supp- 
ers. customers, and govemmental watchdogs) outside the organi- 
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zation's boundary, The environment can vary from relatively sta- 
ble to relatively unstable or turbulent. tis important to realize that 
the environment which you perceive and plan for may not corre- 
spond to the objective environment, and thal, as a result, the 
organization's strategies and responses fo environmental forces 
may be flawed. An organization can adapt its structure to increas- 
ing environmental uncertainty by shifting from a mechanistic 10 
fan organic structure A mechanistic organization tends to be 
bureaucratic and centralized, one in which tasks are specialized 
and rules and the chain of command are emphasized. By con- 
trast, an organic structure is relatively more flexible, has fewer 
levels in ts hierarchy, and is decentralized. Tasks are not set, few 
‘ules are used, and litle emphasis is placed on the chain of com 
mand, 

+ Goals and strategy, These were defined in earlier chapters. You 
can seek to control the extemal environment through various 
strategies, for example, establishing favorable linkages with 
Important elements, buying a controling interest in another com- 
pany oF acquiring 8 outright, or merging with one or more organi 
zations. Organizations use different strategy types. According to 
Porter,’ they can either differentiate themselves via a key attribute 
(0.g.. quality, design, innovation, or service) or sell at the lowest 
possible price (Le., be a cost leader). Some organizations can 
follow a best-cost approach by combining a diflerentition strate- 
‘gy with a costeadership approach. In the car industry, Lexus and 
Mercedes follow a differentiation strategy, whereas Hyundai and 
KIA follow @ costieadership approach, Meanwhile, Toyota and 
Honda follow a best-cost strategy (excellent quality at @ reason- 
able price) Islamic businesses follow similar strategies: just look 
at Haj travel packages (premium, low cost, or best cost). The 
strategy your organization chooses will determine what structure 
{ appropriate for it 


Types of Organizational Structure 


Strategic Pane 


When designing your Islamic organization's structure, whether for- 
Profit of not-for-profit, you should realize that there are different types 
of structure and that you need to take your situational context into 
‘account, including your strategy, before grouping people into roles and 
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hierarchical levels. In general. your strategy, the type of environment that 
you face dynamically, the size of your organization. the technology you 
intend to use (viz.. methods and processes, not just mechanical or com- 
Puterized Implements), the culture of your organization (and possibly of 
your country) determine what structure you will use initially. You need to 
choose wisely, because once you have settled on a structure itis quite 
dificult to redesign the organization. 

We will discuss several types of organizational structures here, but 
be aware that there are many more. Ultmately, your stralegy and the 
‘ensuing performance should be what guide you in designing your organiza- 
on. The structures outlined by Daft! Bedeian and Zammuto,* Duncan 
\Mintzberg,” which we wil briefly discuss here. are classified as functional, 
<ivisional, hybrid, matrx, and dynamic network structures. Other structures 
ist, Such as amoeba-tike structures and heterarchies, but they tend to exist 
In. very fd environments and often across transnational borders, Thus, they 
do not apply to the majonity of Islamic organizations. 


Functional Structure 


A functional 
‘structure 
‘groups people 
and jobs by 
functional area, 
and focuses 
‘on internal 
efficiencies 
within each 
functional area 


A functional structure (see figure 6) groups people and jobs by functional 
‘area. Each functional area (eg. hance, accounting. and marketing) per- 
forms specific activites that contribute to the overall organizational process 
‘or value chain. From a contingency perspective, a functional structure is 
‘mast appropriate when: 
+ The extemal environment 's relatively stable, with few, slow 
changes 
+ intemal efficiencies within each functional area are emphasized. 
+ Indepth skill development within functional areas is encouraged 
This occurs as personnel within each area have the opportunity to 
work with multiple customer groups, products, or services. 
+ Functonal area goals must take precedence over customer or 
service goals. 
+ The organization is small in size, produces few products or serv- 
ces, or works with a limited number of different customer groups 
(e.g, students and community group members). 
+ The Works routine, the technology used is well-understood, and 
there are few exceptional issues or problems. 
On the other hand, functional structures have difficulty handling innova- 
tive strategies, change-onented cultures, turbulent environmental forces, 


Wwiamie Organieations 108 


STRATEGY. 5 


‘and non-routine technologies. Under these circumstances. decisions 
that cannot be handled at the lowest level of the chain of command will 
be referred to the organization's functional managers or even to the 
presiden¥CEO. Too many such decisions may then overload the hierar- 
chy, causing a dramatic slowdown in operations. 
Figure 6 
Funcrional Structure 


Divisional Structure 


A divisional 
structure 
groups depart- 
‘monts around 
products, serv- 
(ces, customer 
groups or even 
geographical 
areas, and 
focuses on 
external cus- 
tomer respon- 
siveness. 


‘As shown in figure 7, in a product or customer group structure (divisional 
structure), departments are grouped around organizational products, serv- 
‘ces, oF customer groups, Divisional structures can be quite large, incor- 
porating many products, services, or customers, They also tend to fl the 
following situational context: environments that are moderate in uncertain- 
ty, strategies that focus on customer responsiveness, and technologies 
that are either routine or non-routine. In general, hey allow the Islamic 
‘organization to deal smoothly with rapid change because of good coord- 
nation across functions. However, since departments are duplicated under 
each customer or product group, this increase in customer responsive- 
ness comes at a price: decreased efficencies in functional departments 
and increased operating costs. 
‘Other advantages of a divisional structure are the following: 
* Better coordination will take place among functions located under 
each customer oF product group. However, functional coordina- 
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tton among customer groups or products may be hampered, since 
you have to go up the chain of command to the manager of the 
next customer or product group before being able to communicate 
with employees in that secon. Thés weakness can be allevialed 
by establishing gangplanks across customer or product groups, 
namely, lateral communication channels that bypass the chain of 
‘command. 

Each customer or product group is a self-contained division (e.9., 
the students’ or the communities’ customer group). Each group's 
functional areas need to be autonomous, for such self-sufficiency 
allows each division to adapt to diferences in products, regions, 
‘and customers. But this may decrease lechnical expertise, since 
employees are working on only one group of customers oF one 
product group at a time 

Figure 7 
Divisional Structure 
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‘Customer satisfaction is enhanced, because each division is 
responsible fora single customer group or product, Hence, contact 
points between the customer and the responsible division are 
‘unambiguous. 


Geographical Structure 
Geographical structure (see figure 8) is another type of divisional struc- 
ture characterized by a grouping together of its functions according to 
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the geographic area in which they are located. Its advantages and 
disadvantages are similar to those of the product structure, with the 
additional advantage of local responsiveness. In other words, the prod 
ucts oF services within each geographical area will be customized to fit 
the needs of that area’s customers, This feature is important if the 
‘cuistomer needs across geographical regions are not similar. I they 
were the same globally, a regular divisional structure or product struc- 
ture may suffice 


Figure 8 
Geographical Structure 
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Ahybrid structure (figure 9) contains elements of both a functional and 
‘product organization 

+ Some functional departments that are relevant to specific cus- 
tomer groups or products are decentralized and grouped togeth- 
ef under each product or service area. The two examples we 


A hybrid struc 
ture attempts to 
combine other 
structures in 


order to 
acklers ae pes perio nets onl 

ciencies within remainder of the functonal departments that provide 

ke tentralized services to the entire organization are centralized and usually 


Rates sed located at the corporate headquarters (figure 9). The depart- 
‘ments that we have included as examples are legal, membership, 

\wrbiyyah (education), and finance, 
‘The hybrid structure ts 2 balance between a pure divisional and a 
ure functional structure that combines the advantages of each, namely, 


external effec- 
tiveness in its 
decentralized 
functions. 
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efficiency within the centralized functions that provide services to the entire 
‘organization, as well as customer responsiveness in the functional 
departments that are unique to each customer group and therefore 
located in self-contained units. Its strengths and weaknesses are a 
‘combination of the advantages and disadvantages of both functional 
and divisional structures, 
Figure 9 
Hybrid Structure 
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‘Amatrix structure combines divisional and functional designs (igure 10) 

into a matrix team by bringing together personnel and resources across 

all functional areas and divisions (e.g. customer groups, product 

‘groups, or geographical areas) simultaneously.” This unique organiza 
tional design must meet the following three conditions to succeed 

+ Flexible allocation of resources across customer groups or prod- 

ucts. In figure 10, an employee from the finance sector may be 

needed in two or more matrix teams (one for students and one for 

communities), and may serve an equal amount of time in each 

team. At other times, he/she may spend 100 percent of his/her 
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‘A matrix struc- 
ture is some- 
times called 
‘management 
by contlic’, 
tout works 
well when 
both internal 
afficiencios 
and external 
effectiveness 
are required, 
and when 
flexible 
allocation of 
resources 
are critical 
Iris one 

of the more 
challenging 
structures to 
implement 


time in matrix team A, and none in B, and later the situation may 
be reversed. This flexibility of moving resources to where the 
immediate need is, is a unique strength of a matrx structure, 
‘Should there be another group whose needs must be served by 
the organization (6.g.. refugees), 3 third matrix team C can be set 
up ovemight with human and other resources being moved from 
‘each functional area to the new team. 
Environmental pressure i essential for success on two or more 
critical factors, such as internal efficsency (economies of scale with- 
in each function) and extemal effectiveness (customer respon- 
‘iveness). If there is less external pressure for customer respon 
siveness, the matrix wit collapse into a functional structure, 
Conversely, if there is less extemal pressure for internal efficiency, 
the matrix will collapse into a divisional structure 
The environment is fast moving and uncertain, and the core tech 
nology (methods and processes) is unique or not yet well under- 
stood. Matrix structures, unfortunatly, end to work well in smaller 
organizations with few customer oF product groups. 
Figure 10 
Matrix Structure 


From Crp Tren se Deg Ys wa by Raed Oat (ci 122 set a ree wth 
sereasen at Sour Wan 9 Sear o Thana Laan wwe emmoaepes com Fm 5807302215} 


‘The matrix relies on three key roles: 


‘The top leader (president or CEO) must keep a balance of power 
between the two structures, because people within the matrix 
teams are answerable to two or more bosses simultaneously 
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*+ The matrix bosses (product or customer group managers and func- 
onal ares managers) must delineate their responsibilities. They 
need to step into the reality faced by their counterpart in the orga- 
‘ization's other, parallel structure, In other words, a functional area 
manager (e.g.. legal) who typically focuses on being resource 
‘efficient now needs to understand the needs for customer respon- 
siveness that the manager in charge of communities emphasizes 
on a daily basis. 

‘+ The two-boss employees within each matrix tea report to hwo or 
more people, depending on the number of products or projects on 
which they are working at the same time. More bosses often means 
conficting demands. Each of the two-boss employees is lowar in 
the hierarchy than the managers to whom helshe responds, but 
acts as a laison between the two parallel structures. His her goal is 
to make hisiher bosses (either functional managers or customer 
‘group managers) understand the overall need for a joint optimiza 
tion of two sets of goals that appear to be antithetical (ie., intemal 
‘efficiencies and external effectiveness [customer responsiveness) 
The matrix siucture has several strengths and weaknesses. For 
example, 

+ Achieves the degree of coonination necessary to meet dual 
‘demands (efficiency from the functional side of the organization and 
‘customer responsiveness from the divisional side of the organiza 
tion). However, having two or more bosses can be frustrating and 
confusing to employees or volunteers, 

+ Provides flexible use of human resources across products, 
Participants need good collegial and interpersonal skils to work 
together smoothly 

+ 1S sulted to frequent change in dynamic, unstable environments, 
with Innovative strategies and changing technologies. However. 
‘confit resolution and matrix team meetings take a great deal of 
time. 

+ Provides in-depth skil development for both functional and integra- 
tive skits, but wil not work unless participants are trained 
touse it 

+ Is best in small to medium-sized organizations with several prod- 
ucts oF projects 

High-technology companies with non-routine projects in turbulent environ 
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ments and with extremely innovative strategies tend to use @ matrix struc~ 
ture. Examples include NASA, segments of the U.S, Air Force, or even a 
specific area of an organizaton (e.g., a police department's information 
room), 


Dynamic Network Structure 


A dynamic 
network 
structure 

may keep costs 
ata minimum, 
but itis a 
minimalist 
structure since 
only the hub is 
permanent and 
stable, 
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A dynamic network structure” (figure 11), also known as a virtual organiza- 
ton, is a relatively new structural form. It is minimalist in nature, for the hub 
1s the only retatively permanent and stable feature. The hub outsources 
vanous functional activities to outside specialists (e.g., product design and 
advertising). Figure 11 

Dynamic Network Structure 
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(One of the advantages of a dynamic network structure is that it keeps costs 
at a minimum, for there are no permanent personnel and their associated 
wages and entitlements do not need to be incurred by the organization dur- 
{ng slow tes. In addition, it can outsource activites to those external organ- 
‘zations that can best provide the service, thereby alowing those at the huts 
to focus on their core competencies and be flexible. A major disadvantage, 
however, is that the employees of these outside contractors are only tempo- 
rary and do not belong to the hub, Hence, employee loyally is non-existent. 
‘Another disadvantage is that proprietary technology or information may be 
‘compromised, since the dynamic network organization has no control over 
these employees once they leave the boundaries of the hub, 
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Values are a society's or an organization's idea about what is right or 
wrong, such as the belief that stealing is immoral, Islamic organizations 
are likely to derive many of their values (@.g.. hsan, amanah, birr, and 
‘adi) from the Qur'an and the Sunnah, These universal Islamic values 
apply to all walks of life, including the corporate arena. Organizational 
‘culture may also be reflected in such organizational artifacts as heroes, 
stories, symbols, rituals, and language. 

Typically, an organization's culture is derived, in part, from its 
founder's beliefs, values, and norms. in an islamic organization, part of 
the culture is based on the Qur'an and the Prophet's sirah. For exam- 
ple, the Edhi Foundation’s values were carefully nurtured by Abdul 
Sattar Edh, its founder and president. He focuses on self-help, stating 
that “self-help ~ that's the best way to get back on your feet.” This 
‘message 's very much related to the hadith reported by Anas itn Malik 
tm Sunan Abu Dawud (hadith no. 1637) 


‘A man of the Ansar came to the Prophet and begged. He 
(the Prophet) asked: "Have you nothing in your house?” He 
replied: "Yes, a piace of cloth, a part of which we wear and a 
ppart of which we spread (on the ground), and a wooden bow! 
from which we drink water.” 

He said: “Bring them to me.* He brought these articles to 
‘him, and he (the Prophet) took thom in his hands and asked: 
‘Who will buy these?” A man said: "! shail buy them for one 
dirham.” He asked twice or thrice: “Who will offer more than 
‘one dirham?* A man said: "! shall buy them for two dirhams." 

He (the Prophet) gave these to him, took the two dirhams, 
‘and, giving them to the Ansari, said: “Buy food with one of 
thom and hand it to your family. and buy an axe and bring it to 
me." He brought it to him. The Apostle of Allah fixed a handle 
(on it with his own hands and said: “Go gather firewood and 
sell it, and do not let me see you for a fortnight.” The man went 
away and gathered firewood and sold it. When he had eamed 
fen dihams, he came to him and bought a garment and some 
food. 

The Apostle of Allah said: “This is better for you than that 
‘begging should come as 4 spat on your face on the Day of 
Judgment. Begging is ght only for three people: one who is 
{in grinding poverty, one who is seriously in debt, or one who is 
responsible for compensation and finds i difficult to pay.” 


TURE FIT 


Edhi himself is an example of self-help put in practice, for he has 
consistently refused large sums of money from governmental sources 
because "govemments set conditions that | cannot accept.” Another 
example of self-help is the large number of women trained in Edhi 
nursing homes in Karachi. all of whom initially had requested charity from 
the foundation. Edhi persuaded them to train as nurses and become inde- 
Pendent. Those who participate in training programs receive a stipend 

Besides emphasizing sel-help. Edhi also stresses parsimony and 
humility. In spite of handling the Edhi Foundation’s $10-million budget, 
which comes primarily from individual Pakistanis, he lives a very simple 
Ife. *t myself am the owner of nothing, except a small 10-foot by 10:foot 
room that my mother left me in the alley where I first began my work, and 
the two sets of clothing that | wear.” His values, derived from islam, are 
also the values of the foundation that he has run since 1951 


A Model of Organizational Culture 


When developing an appropriate organizational culture, Islamic leaders 
may use Schein's model (figure 12) to understand their organization's 
culture,’ This model is divided into three levels: artifacts and creations, 
‘espoused values, and basic assumptions, 


Figure 12 
‘Schein's Model of Organizational Culture 
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‘As you and your followers progress from the organization's artifacts to 
its values and to the basic assumptions underlying its behavior, you 
progress from the visible tip of an iceberg (the artifacts) to the deepest 
level of the organization psyche. The first level represents the docu- 
ments, letters, reports, how space is allocated according to seniority or 
rank, the types of office funiture, and so on. Though their meaning 


Schein’s model 

suggests that may not always be transparent to outsiders, artifacts are a tangible rep- 
eee hs resentation of the organization's values and beliefs. ts this an organi- 
‘organizations is ation of equals, or do those who have seniority receive more respect 
in three strata: and more perks? Does it have a Spartan culture or does it pamper 
artifacts and those in power? Does it encourage and facilitate participation, or do 
creators, _@ Ngher-ups keep to themselves and away from the lower-level 

espoused ®mployees? 
values, A second layer represents the organization s espoused values, which 
and basic often originate from its founders. For example, CAIR's central values 
‘assumptions. are justice, equity, and freedom. Over time, organizational values are 


reinforced by stories and legends. One example is that of Hert Kelleher 
‘at Southwest Airines, the only airline to have been profitable in America 
‘over the past ten years 

‘Southwest prides itself on its customer service, One story atfirming 
the employee's belie in this value is as follows: A ticket counter agent 
‘saw, on the eve of a major American holiday, an old man walk up to the: 
counter just after the last plane had left. The man was limping and hold- 
Ing some money in his hand. When the agent asked about his destina- 
tion, he told her that his sister had just dropped him off at the curb, given 
him some money, and asked him to take a plane to his family’s place. 
‘As the agent was about to mention that the last plane had just left, she 
noticed that blood was seeping down his pant leg. He told her that he 
had had surgery earlier in the day. After consulting her bass, the agent 
booked him on the first flight out to his destination the next day, booked 
him a hotel room, and booked herself a room next door in case he need- 
ed any help during the night. The next morning, she made sure that he 
was on the plane.” 

‘Such superlative service is not uncommon at Southwest: however, it 
1s the company’s culture and values that the employees have imbibed 
$0 deeply that make these values come alive. Such organizations 
as IMRC and the Edhi Foundation have provided similar outstanding 
service over the years. 


STRATEGY CULTURE 


AA third layer represents the organization's basic assumptions, the 
core values that have gradually become so ingrained that they are now 
Implicit and taken for granted. Thus, i the company values competency, 
the assumption that *in the long run, one will be faity rewarded for 
excellent performance” is unquestioned and employees will perform at 
above-average levels without being explicitly promised @ reward. They 
know that sooner or later they will be rewarded appropriately, and this is. 
enough to elicit their best effort 

Overall, Islam is very proactive in suggesting what the three levels of 
‘an organizational culture should be. First, with respect to artifacts, Islam 
encourages ane to err on the side of frugality, since the money being 
Invested in the organization belongs to the company's owners. In the 
case of an Islamic non-profit organization, any money raised is to be 
used for the purpose for which it was collected, not on deluxe furnish- 
Ings or ostentatious buildings. 

Umar's journey to Jerusalem illustrates Istam's emphasis on parsi- 
mony and humility. When he went to sign the city’s treaty of submission, 
he could hardly be recognized from his small group of attendants. In 
fact, he went to Jerusalem only with his servant and one camel, which 
each of them took tums riding. When they were entering Jerusalem, the 
Servant was riding the camel, Though the servant offered to give up his 
tum, Umar refused and remarked: “The honor of Islam (ie, being a 
Mustim) is enough for all of us." He entered Jerusalem holding the 
camel's rope. The Prophet and his Companions, especially Umar, were 
paragons of frugality Umar's clothing was patched in many places, 
although he was the ruler of the Istamic state, and he used to walk 
Madinah’ streets without a security detachment. in fact, he would often 
sleep alongside poor and destitute people 

Second, Islam's espoused values are straightforward. The Islamic 
concepts of trusteeship and work are paramount in any Islamic organi 
zation, According to the Qur'an, each person is considered Allah's khal- 
ifah (trustee) on Earth and human life is a test (Qur'an, 67:2), As Allah's 
trustee, each person's actions must be in accord with the conditions of 
that trust. To fulfil his/her role property, he/she is to emulate the Prophet 
as the quintessential role model. As mentioned eartier, Allah uses hulu to 
describe the Prophet's patlem of behavior (Qur'an, 684), This word is 
‘a derivative of akhlag: ethics." Hens, il can be said that the normative 
model of behavior for Musims is based on ethics, 
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Third, a major cultural assumption in tstamic organizations relates to 
the concept of work. Whenever a Muslim is properly performing this 
work. he/she is performing an act of worship (Qur'an, 21:107, 9:34. 
48:28, 61:9, and 34:28). Indeed, the Istamic concept of worship (‘ibadah) 
{s allinclusive," for any act is @ potential act of worship if itis done with 
‘@ pure intention and within the limits prescribed by Allah. This broader 
definition of worship excludes any compartmentalization of human Wife's 
various aspects. Accordingly, work (‘amal) and business-related activi- 
ties may be regarded as acts of worship, and therefore moral, if they 
‘meet the above two conditions. The Qur'an confirms this by mentioning 
‘amal in more than 80 verses in conjunction with iman (faith). Hence, 
the desire to please Allan through productive work can be a tremendous 
Intrinsic motivator for Muslim workers, regardless of the levels at which 
they are working. 

This emphasis upon the individual's role as Allah's trustee and upon 
work as worship conditions Islam's stakeholder approach to business 
‘and js itself anchored in a multidimensional ethical system. This system, 
which is discussed in Beekun” and in Beekun and Badawi,” will be 
briefly covered in chapter 16. 


The Importance of Culture 


Because it 
takes s0 long to 
evolve 

and is so idio- 
syncratic, 
culture can 
become the 
one 
organizational 
feature that 
your 
competitors 
cannot copy. 


Culture can either contribute to or impede the implementation of organi- 
zational strategies. When @ strategy agrees with the existing organiza- 
tional values and belies, its implementation is faciltated, But when a 
strategy contradicts them, its implementation is far more difficult, Collins 
and Porras,” as well as Collins," studied companies that have been con- 
sistently eflective over a long period of time, and uncovered several key 
findings that draw attention to the importance of the culture-strategy fit 
First, they found out that the corporate cultures of these companies 
were built around 3 core set of values that functioned as their center of 
Gravity and their compass on the way lo success. Second, an organiza- 
tion's culture may challenge the very paradigm of strategic management 
because the self-examination and sel-discipiine implied by strategic man- 
agement lashes with the organization's hitherto laissez-faire attitude, 
Third, culture can become the one organizational feature that competi- 
tors cannot copy and can, therefore, become a source of sustainable 
competitive advantage. Southwest Airines has been the most successful 
airline in North America for the past 15 years, Everything it does can be 
readily imitated: \ts price structure, airplane color, advertising strategy, 


airplane type, and so on, However, competitors have been unable 
to duplicate its corporate culture: its employees’ dedication and fun 
attitude. Other examples of companies with strong corporate cultures 
include GE, Johnson and Johnson, Merck, and Savola. llustration 
capsule 9 depicts the corporate culture of Savola, a very successful food 
‘company doing business in the Middle East. it began in 1978 as an edi- 
ble oil refinery with 50 employees, Today, by the grace of Allah, it is a 
global diversified company with 5,000 employees, sales worth $1 billion, 
and doing business in several areas, 


tilustration Capsule 9 


‘Savola's Balanced Way: 

‘A Sure ingredient for Sustained Growth 

‘Savola Group, a Saudi group of consumer food companies with 
US $1 billion plus in annual revenues, has a key ingredient that 
is common amongst the greatest 20th century global compa- 
‘nies such as 3M, Citicorp, Motorola, Sony, General Electric, 
Hewlett-Packard, and IBM (...). 

The importance of a strongly entrenched corporate kleology 1s 
‘an aspect that has repeatedly been supported by many other 
business leaders. For example, David Packard, one of the 
founders of the global powerhouse Hewett-Packard, has attrib 
uted the company's management outtook called The HP Way, 2 
‘being the single most important reason for its sustained success, 
Jn his similarly tiled book, The MP Way, Mr. Packard outlines how 
this ideology, which champions openness, honesty, and laxity 
throughout the organization, has guided the company through 50 
‘plus years of drastically changing environments. 

Savola Group, in its business strategy, has a well defined 
‘and seemingly well practiced “core value" structure that they 
‘refer to as the “Balanced Way” This article reviews this value 
structure which is one of the three key characteristics [..] of 
enduring successful companies. 
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“Balanced Way” - A Relevant Corporate Culture 
What's impressive about Ssvola's “Balanced Way* value struc- 
ture is how it derives them from Islamic ethical and moral prin 
ciples and makes it pertinent to the motivations and demo- 
graphics of its immediate and regional environment. For many 
executives, Klentiying and nurturing a corporate culture falls 
into a futile exercise of generic corporate consulting jargon. 
However, Savola has managed to identify a strong vision which 
ts workforce and leadership can identify with, laying the 
grounds for its long-term survival and prospenty. 

Savola's "Balanced Way” emphasizes a balanced approach to 
Its corporate culture through four core ethics principles, four inter 
nal success values and four extemal sucosss values. 


Four Core Ethics Principles 
The four core ethics principles referenced in its strategy aro: 
Amanoh (Honesty/Trust) that dives its commitment to its 
shareholders; Taqwa (Conscientiousness) that drives its 
‘commitment fo its community. Birr (Caring Justice) that drives 
its commitment to its employees: and finally Mujahada (Personal 
Control) that drives itself toward seli-improvement and self- 
discipline. Each of the four core-ethics comprehensively 
addresses all of its key stakeholders and has its origin in the 
Islamic code of ethics that the stakeholders can best relate to. 
For example, the organization effectively applies Amanah, 
promising its business shareholders honesty in all aspects of 
‘management and in recognizing its responsibilty towards its 
shareholders as a trust, 


Four Internal Success Values 
‘The four internal success drivers help define the values for how 
the organization is guided internally. These are “Azm (Fierce 
Resolve), Iqtida’ (Apprenticeship), fiqan (The relentless pursuit 
Of perfection), and, Tawado (Confident humility.) 

‘These value drivers help to create an internal environment 
of competitive cooperation in which individuals can attain their 
‘own personal goals in the organization while taking the 
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company forward as a whole, They create multiple dynamics to 
‘be used in various roles and relationships present in the cor- 
porate structure. 


Four External Success Values 

The final aspects to Savola's "Balanced Way" are the four val- 
ves that drive its external success. These are ihsan al Dhan 
(Trusting), Iqbal (Resonating), Mu'azarah (caring to halp), and 
‘Qaboo! (enduring,) These valves are embodied in the policies 
and initiatives the company has set for itself. For example — 
their plan to enhance corporate citizenship emanates from the 
value of Iqbal. By resonating with the needs of the external 
community, the Savola Group enhances its image and gives 
itself more opportunities to understand how to serve the needs 
of the community 


A Corporate Culture with the Right Motive 
Savola's leadership has had the foresight to recognize the 
importance of being guided by its “Balanced Way” core values 
and to consider it as a means to raise employee morale, 
improve productivity, facilitate ficient decision making and 
‘ulimately ensure its long-term survival and prosperity. In doing 
$0, It has also espoused moral standards in line with Istarnic 
principles. The "Balanced Way" shows their wilingness to 
admit their mistakes by drawing on the values of Mujahada, 
Qabool, and Taqwa. They have also incorporated the valve of 
having the best of intentions and attribute their success to the 
blessings of Allah, 

Of course, core values are of no valve Hf not consistently 
instilled and followed. However, Savola's continued growth and 
profitability suggests that its leadership takes the "Balanced Way" 
to heart and continuously applies it to drive strategies. If the 
‘Savola Group of Companies continues to drive itself through 
its "Balanced Way.” and continues to build upon its "core 
purpase,” then there's no reason why in due time, it would nat 
be placed amongst the global market leaders Nestle, Unilever, 
Kraft Foods, Cargill or General Mills. 


Culture and strategy go hand-in-hand to provide competitive advan- 
tage. For this to happen, the organization's culture has to be deeply 
‘embedded in strategic thinking from the outset, This process starts, of 
‘course. with the company's vision and mission statement. For example, 
Savola’s vision {s "to build a leading publicly listed diversified investment 
rOup In the Middle East based on Savola's "Balanced Way" corporate 
culture." its mission statement also stresses a balanced expansion, 
Finally, is CEO and top executives have to promulgate the organiza- 
tion's values. For example, in Savola’s 2002 annual report, Chairman 
‘Adel Fakein stressed, in his letter to shareholders, “three values derived 
from our Islamic heritage” ~ amanah, tagwa, and bir ~ and adds "[we) 
aspire to practice the highest levels of these values in & balanced way. 
In the 2003 annual report, his letter to shareholders constantly empha- 
sized that the corporation's tremendous success was achieved “with the 
help of Aah “* 


A Culture of Discipline 


A culture of 
discipline starts 
with disciplined 
people (Collins), 


Savola's corporate culture also shows a commitment to disciplined 
action. All organizations have a culture, but only some organizations 
have discipline and few have a culture of discipline. When you have a 
culture of disciplined action, you are not as dependent on the chain of 
command. Indeed, the culture becomes the glue that provides coher- 
fence and unifies everybody's actions and thoughts. 

As Collins discovered in his research, @ culture of discipline starts 
with disciplined people.” People are critical to strategy implementation, 
‘The most perfectly laid-out strategic plan is useless unless you have the 
Fight people in place. This is why the Prophet initially spent so many 
years at Dar al-Arqam educating and training his earliest followers, 
Including Abu Bakr, Umar, Uthman, and Imam All 

Ina similar fashion, one of the twentieth century's most effective CEOs, 
Jack Welch of GE, built a management training center at Crotonvilie. As a 
result, GE went from a $15 billion company to a $120 billon company. 
Strategy implementation without disciplined people is a recipe for disas- 
\er. Discipline by itself, achieved through coercion and autocratic rule. will 
not yield leadership: rather, it wil lead to manipulation and misleadership,* 
‘You only need to look at the non-democratic Islamic countries today to see 
the effects of coercive discipline. Develop a culture of discipline by hiring 
and developing people who are self-managed, and then manage the 
process instead of the people. 


Another aspect of a culture of discipline is to stay close to your core 
competencies. Avoid anything that does not fit your vision, mission, or 
distinctive competencies. It takes discipline to say "no" to attractive, and 
yet inappropriate, opportunities that take you away from your strategic 
plan. Stay passionate about and focused on your vision. To preempt 
temptation, you may wish to start a "stop-doing” list, Be sure to list such 
mistakes as a fascination 
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annwally on the degree to which itis meeting its annual performance 
goals and the actions necessary to achieve or modify the goals that 
Were not met. Most importantly, each agency's annual plan must 
Identify performance measures for each goal and program activity and 
discuss how the agency will venty and validate its performance data.’ 

Of course. the business world implemented performance evaluation 
and review long before governments rediscovered its use. Illustration 
capsule 10 is an excellent demonstration of what Savola leamed as a 
result of this self-assessment process: It had made several erroneous 
strategic assumptions that cost it dearly in the 1990s, and that several 
‘managerial mistakes had to be corrected. 


lustration Capsule 10 
Savola’s 7 Erroneous Assumptions 
and Management Causes * 


‘Savola Group in 2002, after assessing its performance from 
1992-1995, stated that they had made several erroneous 
strategic assumptions in spite of their incredible growth and 
effectiveness over the years 

1. That the level of prevailing competitive activites 
‘would continue to be at around the current level 

2. That the existing “formula for success” would con- 
tinue to be relevant in the following years. 

3. That business plans adequately reflected funding 
requirements for capital expenditure and working 
capital 

4. Specific industry expertise could be replicated in 
other industries, 

5. Consumers would be willing to change their con- 
suming habits easily 

6. High quality relevant market research has bee car- 
fied out 

7. Regulatory bodies would respond to "reasonable" 
change requests within a “reasonable” time frame. 
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Further probing and self-assessment led Savola decision- 
makers to conclude that these assumptions had resulted from 
7 ‘management causes for performance from 1994 to 1998 

1. Communication of group mission, strategy and 
goals from top down was nol carried out with 
Sufficient frequency, clarity and forcefulness. 

2. The planning process in major action programs 
was inadequate. 

9, The alignment of resources to the strategy and to 
the realities and requirements of market condi- 
tions was not optimal. 

4. Costly systems were built long belore the actual 
need for them arose, 

5. Initiatives and action programs were not support- 
(64 by rigorous financial and business justification 
showing the full cost-benefit of each, 

6 Accountability of individuals in the current 
‘organization structure was not fully enforced. 

7. Aprevaiing culture of avoidance of unpleasant real- 
Wes fed to extended tolerance of lax performance 
‘and complacency. 


Planning and implementaton are incomplete without an examination 
and review of the organization's performance. Leaders must continuous- 
ly track performance, assess whether implementation is on track, detect 
Performance gaps, and craft any necessary corrective adjustments, 
Based on the feedback obtained during the performance evaluation 
process, leaders must review and update the plan as needed. Finally, 
effective implementation of the plan must be tied to appropriate rewards. 

As Migliore et al. indicate, the evaluation and control stage of the 
strategic planning and implementation process can be compared to set- 
{ing out on a journey with a map.* You know what your destination (abjec- 
live) is, when you want to reach it (long-term or short-term), and how to 
reach it (strategy). As you proceed on your joumey, you will be looking for 
signs along the road (performance measures) 1o determine where you 
are, whether you are on track, and how far you stil have 10 go, f you find 
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that you have gotten off track (performance gap), you will seek to make 
‘corrections until you get back on the right road and reach your destina- 
tion. Once you get there, you will need to select new routes (strategy) 
to take you to newer destinations 

What would happen if road signs along your route were lacking? How 
would you know whether you were on the right track? How would you 
determine what you needed to do to get back on the right track? In fact, 
your organization's strategic and operational plans are incomplete 
unless you build in performance measures before you start implemen- 
tation. Your performance measures are the road signs along the path to 
your vision 


What is a Performance Measure? 


A performance 
measur 
composed of 

a number 
(how much) 
and a unit of 


(what), 


Performance measures let you know quantitatively 
1. How well you are doing, 
2, If you are meeting your objectives, 
3. I your customers and other stakeholders are satisfied, and 
4. If and where improvements are needed, 

‘A performance measure is composed of a number (how much) and a 
Lunt of measure (what). A common mistake made when using performance 
measures is to engage in “bean counting,” such as asking how many appl- 
cations the membership department processed last month. This is a mean- 
ingles measure, since the number has no denominator and, therefore, 0 
basis for comparison. A more informative measure might be something 
‘along the following line: Of the applications received by the membership 
‘department ast month, how many were processed? How long did i take to 
[process each application (as compared to the previous month)? 


Measuring Performance 


Effective organ- 
izations align 
their objectives: 
and resources: 
in order to meet 
their mission- 
driven goals 


‘As depicted in figure 13, performance assessment is a relatively 
straightforward process thal starts with three steps. Step 1 involves 
how to develop the strategic plan’s mission, goals, strategies, and 
objectives. Steps 2 and 3 focus on developing and using perform- 
‘ance measures 

Effective organizations align their objectives and resources in 
order to meet their mission-driven goals and attempt to tle their 
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- “= _ goals, objectives, and performance measures at each organizational level 
They attempt to to consecutive levels." The ultimate goal is to establish a clear set of per- 
tie their goals, formance measures that are clearly linked back to the organization's 
objectives, and ‘strategic goals and mission. Developing such a set of measures is both 
performance lime-consuming and requires shura among your organization's various 
measures. hierarchical levels and departments. 


Practice A: Produce a Few Critical and Cost-effective Measures 


A well-designed and effective set of performance measures needs to 
exhibit five key characteristics, 


Figure 13 
Key Steps in Performance Assessment 
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Use a limited, 
parsimonious 1. Demonstrate results. Performance measures must provide 
set of relevant feedback to each organizational unit or level to show how well 
measures that itis meeting its objectives and goats 
itisfy multiple 2. Limited to the vital few. Use a limited set of relevant meas- 
priorities ures, and make sure that your followers or employees use only 
simultaneously. a few critical measures to determine how to measure perform- 
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‘ance, locate the gaps, track down accountability, and fine-tune 
the organization. Too many measures are simply confusing and 
may involve people in so much detail that they lose track of the 
bigger picture, Too many measures also mean that your people 
‘are wasting valuable time measuring every detail instead of 
implementing that particular part of the plan 
Respond to multiple priorities. Islamic organizations often 
respond to the needs of multiple stakeholders that may, at 
times, conflict with each other Within shar'i parameters, an 
‘organization's leader should seek to use measures thal satisfy 
‘multiple priorities simultaneously, rather than just one or two, 
Link to responsibility centers, Performance measures should 
relate to those units responsible for specific objectives and 
goals in order to ensure accountability and to make certain that 
the unit officers/ieaders responsible keep in sight the outcomes 
they are trying to achieve, 

Balance ideal performance measures andlor a large number of 
measures against real-world considerations, if a Muslim leader 
were to spend a Jot of time developing the perfect performance 
measure or measuring the performance of anything and every 
thing, how much incremental information would he/she really 
‘obtain from the extra effort needed to fine-tune @ performance 
measure oF analyze @ forest of measures? Are his/her subordl- 
nates wasting their time measuring everything? The cost and 
effort of gathering and analyzing data must always be balanced 
‘against the real-world conskseration of how much value is derived 
{rom the data provided by each new performance measure. 


Types of Performance Measures 
There are several types of performance measures, such as: 


1m 


Input measures. Also known as economy measures, these focus 
(on the cost of obtaining inputs of a certain level of quality at the 
minimum cost, such as the cast per employee to provide a certain 
service 

Efficiency measures. These ratio indicators of performance 
measure how much output is provided for @ given input. or how 
‘much input is used for a fixed output. This could be the number of 
zakah applications processed by an assessor per day or the cost 
per customer served andlor the time needed to serve a customer. 


‘Output measures. These consist of the quantity of the organiza 
tonal, divisional, or departmental workicad, as well as the work 
product, as part of is strategy. One example is the percentage of 
Students enroied in your Islamic school who graduate with a "B* 
average or better 

Outcome or effectiveness measures. These assess whether a 
Quality product or service that meets the needs of its intended 
austomers oF stakeholders was delivered. For example, what 
percentage of customers were salisfied witha service or product? 
‘In quantitative terms, how have the Muslim community at large 
‘and the general public benefited by the organization meeting its 
objective? What is the percentage of the Muslim community, the 
public, oF individual customer who responded to our survey were 
Satisfied wth our products or services? 

When developing a performance measure, be sure to te thom 
‘back clearly to the other elements in the strategic and operational 
plan (e.g.. mission, goals, and objectives) at the organizational or 
Lunt level. depending on which level the measure will be used to 
assess performance. Table 5 dlustrates how this is done. 


Linking a Performance Measure to the Strategic Plan 


Membership Unit Goal Statement 


Unit Strategy 


Unit Objective 


Unit Performance Measure 


Linkage of the Goal to the 
‘Organization's Mission 


Linkage of the Membership Unit 
Goal to the Organization's Goal 


Table 5 


(Membership Unit) 

To improve the services provided to registered members, 
Use web-based service request forms instead of mail-in 
request forms. 


‘To improve response time to members by x%% within/by a 
predetermined time pened 
Percent improvement in response time to members dung a 
predetermined time penod 


Links to “To provide our members with an economic and 
timely level of service” 


Links to Organization Goal: “Maximize service delivery to 
membership.* 


ns 


Although performance measures should generally be derived from 
organizational or unit objectives, table 6 provides a list of sample per- 
formance measures by area for ilystration purposes only. We will also 


discuss, 
in figure 


in detail, practices A through E, as described in steps 2 and 3 
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Table 6 


Sample Performance Measures by Functional Area 


Area to be Measured 
Personnel 


Management 


Information Systems 


Membership or Registration 


‘Sample Measure 


% of employees/volunteers trained to do their job 
°% of problems adjudicated by immediate supervisor 
Number of member complaints per month 


‘% of target dates attained during the last quarter 

% of increase in market share over prespecified time period 
% of revenue (or donations) generated over predefined 
Measurement period 

% of improvement in customer satistaction survey 


% of time to answer customer complaints 

% of orders requiring corrective actions: 

‘% of products/services meeting stakeholder satisfactions 
Number of suggestions per employee 


% of customer orders filed according to specifications 
% of late shipments of products/services: 
% of unplanned overtime during each quarter 


% of repeat problems corrected per month 

% of time improvement in correcting @ predetermined number 
of problems: 

% of cost in correcting a predetermined number of problems 
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Practice B: Collect Data 


Although relevant and reliable data are critical to leaders of Islamic 
organizations, it can be arduous and costly to collect. Leaders will have 
to weigh the cast of collecting data against the need to obtain such data, 
and in a manner accurate enough to substantiate performance. 

Invest in @ good information management system, and instill a sense 
of discipline in implementing and gathering data until it becomes routine 
‘and automatic among the organization's members. To keep costs and 
time for data collection down. leaders may decide to build performance 
data collection directly into the daily operations rather than create a 
Parallel and entirely new data collection system * This process would be 
‘similar to the self-evaluation process that Islam encourages Muslims to 
‘engage in regularly to detect any erroneous personal behavior. Islamic 
‘organizations need to monitor themselves as they perform their work, 
instead of waiting for months or a whole year to do $o. A small set of 
information-rich and builtin performance measures can help all organi- 
zations monitor and evaluate themselves, 


Practice C: Identify Performance Gaps 


When deter- 
mining the size 
of the per 
formance gaps, 
try to bench- 
‘mark your 
‘organization 
against the best 
‘ones in your 
niche or area 
—whether 
‘secular or not, 
private 

or public, 


Results-onented Islamic loaders from some of the most effective organi- 
zations mentioned above do not stop after engaging in strategic planning 
‘and performance measurement. Rather, they use the information 
‘obtained to identify performance gaps and continuously improve their 
performance. 

Gathering performance data is futle, unless you use itto identify the gap 
between the organization's actual performance and the intended level of 
performance. After identifying these gaps, you can see which areas need 
improvement and where to direct scarce resources, Since this process 
takes place within the context of an overall strategic plan, you can initiate 
actions that will keep your organization on target with respect fo your aver- 
all vision and mission. When determining the size of the performance gaps, 
tty to benchmark your organization against the best ones in your niche or 
‘area ~ whether secular of not. private or public. This type of comparison 
will enable you to understand just what your actual performance improve- 
‘ment potential can be and how fo get there. For example, CAIR recently 
‘asked sympathetic persons of other faith-based communities to provide 
feedback about its website's appearance and content. The results were 
quite revealing and induced CAIR to revise its website's look and content. 
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Practice D: Report Information 
As the information gathered through practice C can be quite complex, 
it must be translated into terms that are user-friendly and meaningful to 
the relevant body of decision-makers: the board of directors, the majlis 
ak-shura, 0¢ the executive committee. Performance reports are more help- 
ful when they 
+ always report performance numbers along with the cost per 
output, service, or outcome achieved: 
+ provide longitudinal, tended data that show how the organiza 
tion or unit has performed over time; and 
* explain how the information gathered has been used to initiate 
corrective actions 
This level of accuracy and transparency is important, because then 
the decision-makers can make informed decisions’ and key external 
stakeholders (e.g.. donors, investors, members) can see the tangible link 
between promises and actual deliverables. 


Practice E: Make Necessary Adjustments 


Corrective adjustments may entail 
* Altering your organization's long-term direction snd thus 


earraaihs revisiting the organization's vision and mission. Such adjust- 
nchaskrente ments are rare, and should be done only when circum- 
Gas be both stances have changed drastically. Such deep, quantum-level 
oo ‘changes may be out of your hands and require a vote from 
{during the the board of directors or even ratification by a majority of 
cater phar your stockholders or registered members. 
ning and + Repriontizing or retraming the organization's goals, dropping 
implementation those that have become irrelevant and/or adding new ones, 
cycle} or long + Raising or lowering performance objectives. 
term (during + Modifying strategies for certain goals. 
the next cycle) + Improving strategy execution. 


depending on 
the magnitude 
of the changes 

required, 


Generally, an organization would not change its vision, mission, goals, 
and strategies every year Minor adjustments may be made, unless there 
is @ major intemal or extemal environmental jolt. Of course, the amount 
of adjustment made is likely to be a function of the organization, what it 
Is doing, the velocity of its external environment. the size of the external 
environmental jolts, and the unit's location within the organization, 
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Recalibration is 
hard and 

Umar did not 
hesitate to make 
changes if those 
appointed to 
positions 

cof authority did 
not meet his 
standards or if 
he sensed 
trouble ahead 


ISNA is an excellent example of an organization adjusting its goals. 
After years of growth, it went through a slump as the nature of servic- 
€3 provided to its members changed. More importantly, it realized its 
‘inability to meet the needs of non-students in Muslim communities. As 
‘result, it established a Leadership and Training Development Center 
to re-energize leadership in North America’s Muslim communities 

‘Structural changes are sometimes only part of the solution, At times, the 
‘organization's leadership process itself may require recalibration. Umar did 
ot hesitate to make changes if those appointed to positions of authority 
‘did not meet his standards or i he sensed trouble ahead. For example, he 
demoted Khalid ibn Walid wha, along with being the Ummah's best military 
leader and strategist, was sometimes too harsh in his military raids and, at 
other tes, extravagant in his tastes (@.g., for clothing and poatry), Umar 
removed him to preempt potential future problems, As pointed out by 
talib, Ammar ibn Yasir was a highly respected Companion who lacked 
any administrative Savoir-faire or political savvy.” Although Umar made 
‘Ammar governor of Kufah, he soon dismissed him because he could not 
fulfill nis duties effectively. 


THE CYCLE 
BEGINS AGAIN 


An Islamic 


organization 
will be more 
effective to the 
extent that 
there is fit 


Be sure We shall test you with something of fear and hunger 


goods oF lives or t 


fruits (of your tol), but give 


those who patiently persevere, who say when 


between its afficted with calamity 


Allah we belong and to Him is our 


strategy retum." They are those on whom (descend) bie 


structure, 
leadership 


ings trom 


Allah and M 


cy, and they are the ones that receive guidance 
(Qur'an, 2155-57) 


Oe 


can never stop, for this is a o 


and culture. 


ation initiales the strategic management process, i 
cess. As soon as the 
gic plan Is formulaled and implemented, the SPC will initiate the 
data gathering for next 


ear's cycle, and so 


Remember that, on aver- 


THE CVCEE BEGIN 


Do not 
dissolve the 
SPC once the 
strategie plan is 
dissolved; 
rather, tuen 
itinto a council 
of advisors that 
will monitor 
strategy imple- 
mentation from 
afar and 
provide advice 
to the Board of 
Directors and 
to the leader as 
needed. 


age, only about 30 percent of any strategic plan is ever implemented. 
However, this percentage may increase over time as the organization 
becomes more effective at managing and directing itself in a proactive 
and ever-selfimproving manner Although the initial Jeaming curve is 
steep and hard, organizations cannot stack off or become overconfident 
‘andi lazy. They always need to stay on the alert, ready to seize opportu- 
nites and preempt threats. 

Jn the second and subsequent iterations of the strategic management 
process, the SPC may decide to keep the vision and mission as they are 
‘and focus more on repriontizing the organization's goals, strategies, and 
objectives. The fit between strategy, structure, leadership, and culture 
will always remain dynamic and require skilled tending. Use the results 
{from the performance evaluation process to adjust the second and later 
versions of the strategic plan. Fix problems, not symptoms, and do 0 
immediately s0 that troubled areas cannot grow and metastasize. 

During the strategic management process’ first iteration, the SPC 
must keep a full record of the discussions of the SWOT analysis and 
associated rankings, as well as any ideas about potential opportunities, 
‘tweats, and strategies that the organization can use. Although all of these 
may not surface in the initial strategic plan, they may become more salient 
Jn the next year and should then be brought back and reevaluated, 

The SPC's role in this ongoing process may evolve. If the SPC is 
dissolved, Collins recommends setting up council of advisors.’ This 
standing body, composed of people from the management team and 
from outside, would come from a variety of backgrounds (each member 
having @ deep knowledge about some aspect of the organization and/or 
its environment), and would, if possible, meet once a week or, at the very 
least, once a quarter in order to gain a concurrent understanding about 
the Issues facing the organization as it moves forward strategically. 


STRATEGY AND 
ETHICS 
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Linking Strategy to Ethics 


‘Not a sou! will 
be dealt with 
unjustly in the 
least. And it 
there be (no 
‘more than) the 
weight of a 
mustard seed, 
We will bring it 
(to account) 
‘and enough a 
We to take 
account. 
Qur'an, 21:47 


"0 people! 
Behold, the 
action(s) are 
but fiudged) by 
intentions) and 
‘every man shall 
have but that 
which he 
intended.” 

= Prophet 
Muhammad 


A\s a teaser you do not chart the organization's strategic course with 
‘out being influenced by your selective perception af competitive forces, 
personal leadership traits, character, and personality, as well as by your 
‘ethical principles. Look at the examples of Enron, Tyco, WorldCom, and 
‘Arthur Andersen. In each case, top executives and board of director 
members allowed dishonest strategies to be implemented, pretended 
Not to notice unethical behavior, or simply stole from the company, As 
this book goes to press, the courts are sentencing many of these crooks 
to well-deserved jail time and hefty fines. Ironically, some of these 
organizations (e.g.. Arthur Andersen) were training other companies in 
ethics and yet paying lip-service when it came to practicing what they 
preached. 

In contrast to these self-serving leaders, you, as a Muslim leader, 
should not adhere to ethical standards merely to comply with laws and 
regulations or to preempt @ public backlash from potential misbehavior. 
Your islamic organization's strategy is not truly ethical unless it can pass 
the deeper and more demanding moral scrutiny required of you by the 
Islamic ethical system One may escape the law of the land, but not 
Allah's omnisclence and justice, 

A.quintessential element of the Islamic ethieal system centers around 
the intention (niyyah) of the person committing an act, In the following, 
hadith, reported in Sahih al-Bukhari (hadith no. 1.1) and narrated by 
Umar ibn al-Khattab, the importance of intention is emphasized 


Algaman iba Waqqas al Laythi saxt " heard Umar, while 
‘he was on the mimbar (pulpit) delivering a sermon, saying: 
| heard the Messenger of Allah say: “O people! Behold, the 
action(s) are but (judged) by intention(s) and every man shall 
have but that which he intended.” Thus he whose migration 
was for Allah and His Messenger, his migration was for Allah 
and His Messenger. and he whose migration was to achieve 
some workily benefit or to take some woman in marriage, his 
‘migration was for that for which he migrated.”* 


In an Islamic organization, key decision makers such as yourself are 
Ultimately responsible for the organization's actions and cannot hide 


144 Strategie Pisnning and inplermentanen te Istume Orpisnretions 


RATEGY AND ETHICS 


behind the legal fiction of incorporation. However, your good intentions: 
are not enough, since they cannot, by themselves, make an unethical 
act ethical. Good intentions do not render the haram acceptable.’ To 
‘motivate us to follow through our good intentions, Allah reveals that our 
actions deserve extra blessings whenever we complement our good 
intentions with halal deeds. 


Figure 14 
Islamic Ethics Process 
What oe re 4 . 
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This extra reward is clearly stressed in the following Hadith Qudsi: 
Allah has written down the good deeds and the bad ones. Thert 
He explained it [by saying that] he who has intended a good 
deed and has not done it, Aliah writes it down with Himself as 
‘a full good deed, but if he has intended it and has done it, Aliah 
writes it down with Himself as from ten good deeds fo seven 
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Islam does not 


hundred times, or many times over. But if he has intended a 
bad deed and has not done it, Allah writes it down with 
Himself as a full good deed, but fhe has intended it and has 


allow the use done i, Allah writes it down as one bad deed.” 
Chany rare Islam rewards you for your halal actions, but wants you to distance 
sctto achieve ourself from haram actions. it preempts ail selfyustifications that 
rood anes leaders engage in to condone implementing a haram strategy. A leader 
‘may rationalize such an undertaking on the grounds that so many 
people will benefit from it, However, Islam does not allow the use of 
‘any haram act to achieve a good end. in other words, the end doos 
‘Not justify the means. As the Prophet explained, if someone acquires: 
wealth through haram means and then gives some of it away as 
charity, the giver will not benefit from it and the burden of sin will 

remain” 

Given this fact, good intentions aimed at performing halal actions 
are one layer in the ethics pyramid underlying an Islamic organization's 
strategy. The other two factors are leaders who have an ethical char- 
‘acter and an organizational culture that has Islamic values. In previous 
chapters, as well in Beekun' and Beekun and Badawi," we discussed 
both of these factors at length. | encourage you to take a look at the 
two books mentioned here for more detailed coverage We will discuss 
‘only a few salient points here. Figure 14 illustrates the Islamic ethics 
process 

The Islamic Ethical System 

The Islamic ethical system uses a modified stakeholders’ perspective. 
Although a In the tradivonal ethics iiterature, a stakehokjer's perspective considers 
for-profit the claims of all stakeholders, namely, employees, management, 
Islamic ownersifinanciers, customers, suppliers, and the community, as equally 
‘organization —_—_-valid," Islam, however, recognizes the fact that the ownersifinanciers of 
has a multi- your business have the right to make a profit, bt not at the expense of 
fiduciary the other stakeholders’ claims. Your firm has a multi-fiduciary responsi- 
responsiblity, _ilty, but, in contrast to what Freeman proposes," Islam does not say 

Islam does not _ that all stakeholders have an equal claim.” 
‘say that all Owners/financiers and employees (including management) form 
stakeholders part of a firstpriority group of stakeholders, the next group includes 
have an ‘suppliers and customers, and the final group includes all external par- 
‘equal claim. ties. In fact, Islam suagests that emphasizing the business’ moral core 


Islam suggests 
that empha 
sizing the busi- 
‘ness’ moral core 
may protect, 
rather than 
‘threaten, the 
free-market 
system. 


“Adi and Qist 


Adl applies to 
the concept of 
balance and 
equilibrium: 
ddaing things in 
a proportionate 
manner and 
avoiding 
extromes. 


Gist means 
to give every 
person and 
everything 
their proper 
due. 
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‘may protect, rather than threaten, the free-market system, for itis an act 
of worship (ibadah). An Istamically moral business can pursue its eco- 
nomic goals. but not at the expense of its moral obligations to society 
and to others attected by its actions. One example of this is manufacturing 
a useful product, although @ pollules the environment with waste products, 
Gold mining and refining makes a very useful product available, but often 
leads to the use of poisonous chemicals (@.g.. arsenic) 

Leaders of Isiamic organizations must deal with several relevant cnte- 
ia while engaging in strategic planning and implementation: justice and 
balance, trust and benevolence. 


First, the criterion of justice is described by two words: “ad! (equity and. 
balance) and gist (share, portion, measure, allotment, [or] amount). In 
Islam, Muslims are encouraged to behave justly toward all, for such 
behavior is tied to an individual's very faith as a Muslim: 


My boll Jat 4 SoH iB Sion sai gl 
Ft po fast ics St ge ys bei FE 
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© you who believe! Stand out firmly for Allah, as witnesses to 
fair doaking, and tet not the hatred of others to you make you 
swerve to wrong and depart trom justice, Be just: that is next 10 
piety: and fear Allah For Alish is woll-acquaintod with all that 
you do. (Qur'an, 5:8) 

‘Acting justly in this life means that one can expect similar justice from 
‘Allah in the Hereafter: "Deal not unjustly and you shall not be dealt with 
unjustly” (Qur'an, 2279) 

Althe same time, ‘ad! applies to the concept of balance and equiliium, 
doing things in a proportionate manner and avolding extremes, It is a 
dynamic characteristic for which each Muslim must sirve. This idea of 
balance is consistent with the concepts of equity and justice, 

‘The Qur'an also uses gist for justice. As Siddiqui indicates," gist means 
{to give every person and every thing their proper due. Allah says". and 
be fair, for Allah loves thase who are fair (and just)” (Qur'an, 45:9) Thus, 
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Amanah 


Amanah (trust) 
suggests that 


Allah's trustees: 
rth and, 
it orga- 
nizational 
participants 
bear responsi- 
bility for what 
they do. 


Ihsan 


Islam teaches that a person should be just in every aspect of hisiher 
Ife to all people and things, and at all times. 

‘Asa leader, make sure that your organization's strategy is balanced 
‘and gives everyone their proper due. Proft maximization in the manner 
discussed by Nobel Prize winner Milton Friedman focuses on only one 
‘set of stakeholders: the owners or stockholders, Although it is against 
price controls," Islam encourages you to eam a air return, but not at 
the expense of consumers. Your employees cannot lie, swear oaths, or 
hide any product o service flaws, nor can they cheat when measuring 
‘out the product 

A ‘ Far I Ere A LY, 
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Give full measure when you measure, and weigh with a 
balance that is straight. That is the most fitting and the most 
advantageous in the final determination. (Qur'an, 17:35) 


‘The second criterion of Islamic ethics is the concept of amanah (trust), 
for we are Allah's trustees on Earth and, as such, are responsible for 
ur actions. 


Every sou! will be (held) in pledge for its deeds. (Qur'an, 74:38) 


‘As Ahmad indicates,” realizing Allah's will by behaving morally is 
part of our trusteeship and a responsibility that we have agreed to ful- 
fill, More Importantly, the wealth and other resources to which we have 
‘access are not ours; rather, Allah has loaned them to us so that we can 
act as real trustees, As we will discuss later, a company’s executives 
lare responsible for the strategies in which their company engages. 


‘The third criterion of Islamic ethics is ihsan (benevolence, excel- 
fence, kindness to others). This term Is defined as "an act which 
benefits persons other than those from whom the act proceeds 


| thsanis a mult- 
dimensional 
concept. tt 
means 
excellence as 
well as 
benevolence 
‘and kindness to 
‘others. Islamic 
corporations 
and non-profit 
organizations 
need to pursue 
excellence 

but not at the 
expense of 
benevolence 
and kindness 
Excellence in 
dunya does 
nat imply 
excellence 

in deen, 
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without any obligation." Islam encourages kindness. In a hadith 
narrated by lyad ibn Himar in Sahih Muslim (hadith no. 6853), the 
Prophet said that among the inhabitants of Paradise will be; 


[J one who wields authority and is just and fair: one who 
is truthtut and has been endowed with power to do good 
deeds: and the person who is merciful and kind-hearted 
towards his relatives and to avery pious Muslim, and who 
does not stretch out his hand in spite of having a large 
family to suppor.” 


Atits core, ihsan is derived from the Arabic root f-s~n, which means 
“suitable, beautiful, proper, or fiting.”* This concept is the core of 
Islamic ethics, because it focuses on behaving in a way that pleases 
Allah. Your Islamic organization should be a benevolent organization, 
‘and its strategy should be to demonstrate /hsan without shortchanging 
your fiduciary responsibilty to the company's owners or stockholders 
Benevolence does not mean mediocrity or giving away the company’s. 
earnings gratuitously, 

In addition, shsan includes excellence. This ethical dimension 
applies to any constructive endeavor or work. Furthermore, it implies 
that each committed Muslim executive, board member, or employee 
should perform hisiher work for the love of Allah in full knowledge 
that Aliah is always watching his/her behavior, whether public or 
private, Within the context of strategy, should you be a manager in an 
organization with absentee owners (i.8., 3 company that is publicly 
traded on the stock exchange), you must do your level best to min!- 
mize agency effects, In other words, you should not act to serve 
your own interests when the business’ owners or stockholders are 
‘not watching you. In such a case, benevolence or excellence means 
acting as a good steward of the organization. Islam tries to preempt 
agency effects by having you, your employee, or your board mem- 
bers monitor themselves out of their own personal desire to imple- 
ment ihsan in their lives. This agency issue is at the heart of the 
ethical scandals in major multinational corporations as professional 
managers take advantage of the ignorance of absentee stockholders 
to fill their own pockets * 
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Responsibility and Accountability 


In Islam, 
responsibility is 
multi-layered 
and focuses 

on both 

the micro- 
(individual) 
level and the 
macro- 
{organizational 
and societal) 
level 
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To meet the dictates of balance and unity that we see in Allah's cre- 
ation, each person is considered accountable for his/her actions. Allah 
stresses this concept of moral responsibility. 
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Not your desires, nor those of the People of the Book (can 
prevail): whoever works evil. will be requited accordingly. Nor 
will he find, besides Allah, any protector or helper. (Qur'an, 
4123) 


In Islam, responsibilty is multilayered and focuses on both the 
micro- (individual) level and the macro- (organizational and societal) 
level. In fact, Islam brings these two levels together, As Syed Quib 
points out, 


Islam lays down the principle of mutual responsibility in all its 
various shapes and forms. In it, we find the responsibultios 
which exist between a man and his soul, between a man and 
his immediate family, between the individual and society, 
between community and other communities |...) 


‘Assigning responsibility for unethical strategic action is difficult in 
any organization for two primary reasons.” First, the state of current 
‘accounting and financial equivocation is such that facts are difficult to 
determine and dubious practices are easily concealed, as the Enron 
and Tyco scandals revealed so clearly. Government prosecutors and 
‘even expert analysts had difficulty seeing through the fog of the exec- 
tives’ deceptive practices, 

‘Second, and in conceptual terms, an event can have multiple causes, 
| the lack of ethical behavior of the executives now being prosecuted the 
result of the climate of greed preceding the dot-com debacle? Or, is it the 
fact that a repeat felon who robs a grocery store for $300 may get more 
jail time than 2 white-collar criminal who steals over $600 milion from 
hisiher company? Or, isi the American political system that survives on 
campaign donations from the same indicted executives? Enron, along 


Corporate 
Character 
Theory states 
that a corpora- 
tion is culpable 
it it adopts an 
illegal policy 
that one of its 
agents then 
andorsos or 
executes. 


Islam rejects 
the idea that 
corporations 
havea 
collective 
consciousness, 
and that one 
should estalish 
corporate 
responsibilty; 
rather it 
focuses on 
individual 
responsibility, 
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with its CEO, was one of the largest donors to the Bush reelection 
‘campaign. Or, could it be the members of the board of directors, 
most of whom were appointed by the very CEO whom they were 
‘Supposed to monitor? Or, could it be that stockholders could not care 
Jess about what top executives do as long as their dividend check is 
high and regular? 

Corporate character theory has toyed with the idea of assigning 
responsibility It states that a corporation is culpable if it adopts an ile= 
gal policy that one of its agents then endorses or executes. Such 
devices as standard operating procedures, decision procedures, and 80 
n are also relevant, for their existence gives rise to a corporate char- 
‘acter that may promote either ethical or unethical behavior. A corpora 
tion is also deemed culpable if it has a prior history of such activity, hus 
Indicating its endorsement of earlier offenses, oF if executives willfully 
‘obstruct oF fal to prevent the obstruction of justice once they are caught. 
To make it easier to assess corporate responsibilty, U.S, Federal 
Sentencing Guidelines actually calculate a “culpability score” for each 
offending organization. 

Instead of trying to establish corporate responsibilty, Islam rejects the 
idea that corporations have a collective consciousness (viz., that 
they are considered persons before the aw) that eschews individual 
responsibility. Rather, Islam tends to focus on the Muslim decision 
makeriieader and to stress that he/she cannot blame his/her actions 
on the pressures of business or on the fact that everybody else is 
behaving unethically. Each individual bears ultimate responsibility 
for his/her actions (Quran, 74:38), No leader can dodge his/her 
responsibility, In a hadith narrated by Ibn Umar in Sahih al-Bukhari 
(hadith no, 7.128), the Prophet said: 


All of you are guardians and are responsible for your wards. 
The ruler is a guardian and the man is a guardian of his 
family; the lacty is @ guardian and is responsible for her hus- 
band's house and his offspring: and so all of you are 
Qquardians and are responsible for your wards.” 


Hence, diffusion of responsibilty and concealment under the corporate 
umbrella are against the spirit of Islam. Your position as leader makes you 
accountable in front of Allah for your actions on the Day of Judgment. 
Judge for yourselt from the following well-known hadith narrated by Abu 
Dharr and reported in Sahih Musiim (hadith no. 4491) 
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| said to the Prophet (peace be upon him): "Messenger of 
Allah, will you not appoint me to a public office? "He stroked my 
shoulder with his hand and said: "Abu Dharr. you are weak and 
authonty is a trust, and on the Day of Judgment itis a cause of 
humiliation and repentance except for one who fulfils its obli- 
gations and (property) discharges the duties attendant there 
ons 
In other words, the Islamic ethical system demands that you and your 
organization's followers or employees be just, trustworthy, and benevo- 
lent; seek to achieve excellence; and accept responsibility for your 
‘actions, Doing the above with the right intention, with the realization that 
work is indeed an act of worship, and that you are designing and imple- 
‘menting a strategy that will eam you success not just in this life but 
also in the Hereafter fulfils your responsibilty as His trustee on Earth, 
Hearken to Allah's injunction and promise 


ges Mens 
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© you who believe! Fear Allah and (always) say a word 
directed to the Right: that He may make your conduct whole 
and sound and forgive you your sins: he that obeys Allah and 


His Apostie has already attained the highest achievement. 
(Qur'an, 33:70-71) 
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TAWAKKUL OR 
TRUSTING IN ALLAH 


FTAWAKRUE On PRUSTING Wx ALLA 
his mother and went away. They had a water-skin with them 
containing some water. ishmael's mother used to drink water 
from the water-skin so that her milk would increase for her 
child. When Abraham reached Mecca, he made her sit under 

Musiim 2 tree and afterwards retuned home. Ishmael’s mother 
decision- followed him, and when they reached Kada’, she called him 
makers should from behind: "0 Abraham! To whom are you leaving us?" 
not place He replied: "(1 am leaving you) to Allah's (care)." She said: 
unwarranted “Tam satisfied to be with Allah* [J 
confidence in Narrated by Ibn Abbas* 


their plans and ‘As the Prophet clearly stated and demonstrated, Islam encourages 
their ability to strategic planning and thinking. People, however, may place unwar- 
‘oxocute them; ranted confidence in their plans and their ability to execute them. For 
Whatever they Muslims. such one-sided confidence borders on arrogance and is 
plan and do, dangerous because it challenges a major dimension of Islam: that 
they must put of tawakkul (trustreliance in Allah). Anas ibn Malik reported in the 
their trustin following hadith that 


ta Msc ‘A man once rode into town on a fine she-camel of his, and he 
Repeyer sakt: "O Messenger of Allah, shalt | just leave her unattended, 


and put my trust in the Lord fadau-ha wa atawakkalu)?" 


iain 4 ‘So the Prophet tokd him: "Hobbie her feet with a rope and 
é ae8 
priest put your trust in the Lord [a’gi-ha wa tawakkal 
what He does No matter how good our plans are, they cannot succeed unless Allah 
ot will cannot wills them to. Allah fells us to rely on Him and to strive for our objectives 
happen” (Surat a/Jamuan) for He is the master planner and trusting in Him 


(tawakkul) is a sign of belief. Tawakkul is clearly related to iman, as 
indicated in the following verse: 
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Allah! There is no god but He- and on Allah therefore Jet the 
Believers put thelr trust. (Qur'an, 64:13) 


The Qur'an uses iman and tawakkul in many of its verses (e.9.. 
Qur'an, 2283, 4:36, 8:27, 11:56, 14:11, and 58:10). In a hadith sahih 
reported in Ahmad, al-Nasal, Ibn Majah, al-Hakim, and al-Tirmidhi, 
Umar ibn al-Khattab narrates thal the Prophet said: 


‘Although trust 
and reliance 
on Allah are 

‘one of the most 
important 
causes of 

success in this 
ite, they do not 

‘strate- 

gic planning, 
working, and 
striving for 
sustenance in 
this life 


For us Allah is 
Sufficient and 

He isthe 
best Disposer 


AWSUKKU OO TRUSTING IN ALLAN 


only you relied on Aliah a true reliance, He would provide 
sustenance for you just as He does the birds; They fly out in the 
morning empty and retum in the afternoon with full stomachs.” 


Although trust and rellance on Allah are one of the most important caus- 
83 of success in this life, they do not negate strategic planning, working, 
‘and striving for sustenance in this life. As hadith commentators (such as al~ 
Bayhaqi) have noted, the bird is, in fact. working to support itself It does 
‘ot sit idly n ts nest or on a branch waiting for food; rather, dunng the day 
Wactively searches for insects and other food and trusts its Creator to feed 
it Allah feeds billions of birds and other creatures every day. 

{In other words. tawakkul does not mean abandoning work or becom= 
Ing @ fatalist. You must plan, live your life, and work to support yourself 
‘and your family to the best of your ability. Yet having done all of these, 
‘you must never rely solely on yourself and your actions, for success Is 
‘not up to you. Ultimately, you must submit to His wil with complete sin- 
‘cerity, Your organization's plan cannot be implemented and cannot suc- 
ceed unless Allah wills it 

In the same manner, your competitor's plans or those who work 
against Islam or Islamic organizations are futile without Allah's will 
This fact (s amply illustrated in the Prophet's sirah, During his migra 
tion from Makkah to Madinah, the Prophet and Abu Bakr could hear 
their pursuers’ voices from inside the cave, where they were hiding. 
Relying completely on Allah, he told Abu Bakr: Do not grieve, for 
Alloh is assuredly with us (Qur'an, 9:40). Similarly, when Abraham 
was thrawn into the fire, he uttered the same words that Muhammad 
did when he was being threatened 


apd Sie GUT y CT i U8 Gall 
Seat sas Sie ifs Cy pts 
Men said to them: “The people are gathering against you, so 
fear them.” But it only increased their faith; they said: "For us 


Allah is Sufficient and He is the best Disposer of affairs" 
(Hasbun Allahy wa ni’mah al-wakil). (Quran, 3:173) 


Allah cooled the fire so that Abraham would not be incinerated, and 
turned the Prophet's pursuers away with a spiders web and a rock 
dove’s nest 
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Wustration capsule 11 describes the example of Hakeem Otajuwon, 
one of the great basketball players in the world, and his personal 
discovery of tawakkul 


Mustration Capsule 11 
Tawakkul and the Success of One of 
the USA's Greatest Basketball Stars* 


Brother Hakeem Olajuwon taught me the importance of 
Tawakkul, or trusting Allah. 

Br. Hakeem was an VP on the Houston Rockets basketball 
‘toam a couple of years ago when I first got to know him, 

| remember reading before he became the star of the team, 
‘that he was a very good player but had a very bad temper. Ho: 
\would regularly fight with other players and swear, for instance, 

Although he was a good player, his team went nowhere, But 
suddenly, in the mid-1990s, that changed, and the Rockets 
became a winning team instead of one with @ couple of good 
players but no coordination. This culminated in their success In, 
the 1994 and 1995 NBA championships. 

Br. Hakeem used to be @ non-practicing Muslim. | and a 
‘group of fhends once asked him how the transformation to Islam 
afflected his character 

“Before | started practicing my faith, used to completely rely 
‘on myself; When | had done my best, | would be extremely frus- 
trated if| didnt win. it would irritate and anger me. And that was 
causing me to be bad to others by fighting and swearing,” he 
explained. 

"But when | started practicing my faith, | learned that results 
‘are nol my property. | started doing my best but then | left suc- 
‘cess and failure to my Creator. Now | was not initated by failure 
‘and was not overinfated by success. That caused me to calm 
down and improve my behavior towards others on my team 
and we became a team.” 


AWARKUL OR TRUSTING IN ALAN 


‘The difference between Br. Hakeem before and after was 
his understanding of the concept of Tawakkul, which is a major 
‘concept in the relationship of a believer with his or her Creator, 
When a believer fully practices Tawakkul by putting his or her 
{ull trust in Allah, this person realizes that they are not all-pow- 
erful, Allah is. Although we all contro! some variables that Allah 
has given us in our control, Allah ultimately controls all the 
‘other variables known or unknown fo us. 

‘Our capacities are limited. Allah's are unlimited. We are 
responsible for following His command by doing our duty and 
making @ right choice in the world of choices and following 
them up with action. In this way, good intentions and directions. 
‘combined with good steps are what we are responsible for. And 
‘as Muslims, we want to do our best in that area, But results, 
positive or negative, are not always in our control, They are 
dependent upon the laws and prophecies which Allah has put 
in place and on His Wil 

‘Sometimes we think that something ts good for us and act- 
ally itis bad for us. And sometimes we feel that something is 
bad for us while actually it is the other way around, So the limit 
‘of human knowledge explains the limits of not only our control, 
but our responsibilty as well. That is why we do our part and 
leave things in terms of results to God. 

‘Adopting the belief and practice of Tawakkul has two bene- 
fits for us, First, knowing that our responsibilty for what hap- 
pens is limited is very comforting. Those who do not realize the 
limits of human responsibilty normally transgress on others’ 
rights by forcing their will on them through verbal or physical 
Violence or they may get depressed and lose their mind or hurt 
themselves, So itis the Mercy of Allah that He has told us that 
‘our responsibilty Is limited. And that is the meaning of "On no 
soul does Allah place a burden greater than it can bear” 
(Qur'an, 2:286) as well as the understanding of individual 
responsibilty. 

‘The second consequence of Tawakkul is that it invites us to 
‘connect to @ powerful Ally Who is no one but the Lord Himself, 
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‘The more we rely on Him, the greater the chances that we will 
try to please Him by following the guidance He has given us, 
which in turn will lead to goodness in this world and success in 
‘the Hereafter. 

‘The third consequence of Tawakkul is what Br. Hakeem 
Jeamed by observing himself. By fuly rusting in Allah and rely 
ing on Him, we are not depressed by what we have lost or 
Intoxicated by our success (Qur'an, 57:22-23). We know that all 
things are in Allah's hands, And that makes us nol only humbler 
but more submissive to Allah, thus better believers. 

“And put your trust and reliance in Allah, and sufficient is 
‘Allah as a Trustee.” (Qur'an, 33:3) 

“And trust and rely on the Living One (Allah), Who will never 
die, and celebrate His praises and thanks. And Suiicient is He 
to be acquainted wih the sins of His slaves.” (Qur'an, 25:58) 

“And whoever places his trust in Allah, Sufficient is He for 
him, for Altah will surely accomplish His Purpose: For verly, 
Allah has appointed for all things a due proportion (Quran, 
65:3)|...) 


Salat al-Istikhara 


Salat al- 
istikharais a 
special prayer 
performed to 
ask Allah for 
guidance, 
especially 
when you have 
to choose 
between two 
permissible 
alternatives. 


Istitnara (seeking guidance from Aliah) is one of the avenues that our 
Creator has made available to guide those who put their trust in Him. Salat 
alistikhara ts @ special prayer that you can perform to ask Allah to guide 
you in any affair in your life, especially when you have to choose between 
two permissible aitematives. AS pointed out in Figh-us-Sunnah (4.41), 
Qatadah said: “Every people who seek the pleasure of Allah and consult 
with one another are guided to the best course in their affairs." In the 
course of developing and implementing your organization's strategic plan, 
‘you will confront multiple alteratives. Prayer, especially Salat abistikhara, 
1s one way that you can seek guidance trom the Omniscient One, 

‘Several hadiths point to the importance af this special prayer: Sa'd ibn 
\Wagas reported that the Prophet said. 


Isukhara (seeking guidance from Allah) is one of the distinct 
favors (of Allah) upon man, and a good fortune for the son 


In on how to perform Salat al-stkhara, please see 


Final Words 


Create a world of your own 


If you are amongst he living 
The secret of the creation of Adam, and the objece 
Of Divine Order: "Bel 
And then “It was!” ~ is Life! 


O foolish Glow-Worm! 
Get rid of revolving 
Around the Lamp, 
And live in the illumination 
Of thy own Nature! 


Never forget that you are a Muslim! 
Keep your breast brimmed 
With healthy longings: and 

Always remember this holy Verse 
"Allah does not break 
His Promise (with true Believers)"! 


[Selections from Mohammad labal's Khizr-e-Raah'} 
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APPENDIX A 


STRATEGIC PLANNING 
AND IMPLEMENTATION 
WORKSHEETS 


The worksheets included here accompany Professor Rafik |. Beekun's Strategic Planning 
and Implementation for Islamic Organizations and are best used in conjunction with tt 


Permission to Use 
f you have purchased this book, you can duplicate these worksheets within your organ- 
zation. However, we ask that you do not delete the copyright notice on each workshoot 


163 


APPENDIKA 


Worksheet #1 


Selecting the Strategic Planning Committee (SPC) 


Choosing SPC members is critical. Remember that SPC members need to be key stake- 
holders both from inside and outside the organization, add value, and be collegial in their 
‘approach. If you choose too many members, the process will be very time-consuming, 
potentially contentious, and hard to manage. 


Name To which ‘What is their role in, ‘What value do they 
stakeholder group and contribution to, add to the SPC? 
do they belong? ‘our organization? 
| 
| 
sy ‘Source: Beekun, Rafk. Strategic Planning and Implementation for Islamic Organizations, 


‘©Copyright: IT, 2008. All nights reserved. 
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Worksheet #2 
Putting Together a Planning Binder for the 
Strategic Planning Committee 


‘Aplanning binder often helps SPC members initiate the strategic plan’s development. If the 
SPC has been through this process before, you may wish to skip this list 


Information to be included in the Planning Binder 


Yes/No? List of suggested items 


1. Cover sheet with title and planning schedule 


2 Rationale for conducting strategic planning now 


| 3.A copy of this book andior other similar books/sources 
| ‘on strategic planning 


4, Selected worksheets from this book placed in 
appropriate sections 


5. Previous versions of the organization's vision, mission, 


goals, o strategic plan 


6, Relevant organizational documents: organizational 
history, chart, financial documents, constitution, and by-laws 


7. List relevant addresses and e-mail information, as well as 
each SPC member's role 


8. Expected time line for the strategic planning process 


9. People or officers who could be information resource points 
during the process 


10, Other material to be included in binder? 


(7 sertsnet spat apie ror Mctaomara Carte Fa Gua Noreott Srte Parry ad Facaton 
Meresecks Mieessia 203 op 240) 


‘Source: Beekun, Rafik. Strategic Planning and Implementation for Islamic Organizations 
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Worksheet #3 
SWOT Analysis-Strengths 


FOR (organization) 
Date 


DEFINITION: Strengths are internal to the organization. A strength is something the organization 
is good at or a resource that gives It an important capabilty, a useful competence, a critical or 
proprietary know-how, or a valuable organizational achievement 


Please rate each strength along a continuous scale where 5 = major strength, 4 = less major 
strength, 3 = average strength, 2 = below average strength, 1 = weak strength, Insert your 
rating in the blank column next to each strength listed below 


Internal Strengths Rating 
Example: Our organization has a core group of 
committed members 


‘Source: Beekun, Rafik. Strategic Planning and Implementation for Istamic Organizations. 
186 ‘©Copyright: IT, 2006, All nights reserved. 


Worksheet #4 
SWOT Analysis-Weaknesses 


DEFINITION: Weaknesses, which are internal to the organization, are considered to be anything 
that the organization lacks, does not perform well, or a condition that hampers it in some way. 


Please rate each weakness along @ continuous scale where 5 = major weakness, 4 = less major 
weakness, 3 = average weakness, 2 = minor weakness, 1 = very minor weakness. Insert your 
rating in the blank column next to each weakness listed below. 


Internal Weaknesses Rating 


No clear vision/objectives, thus leading to inefficiency. | 


‘Source: Beekun, Rafik. Strategic Planning and implementation for Islamic Organizations 
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Worksheet #5 
SWOT Analysis-Opportunities 


DEFINITION: Opportunities originate from the EXTERNAL environment of the organization 
They represent potential areas for growth, technological changes, demographic trends, et. 


Please rate each opportunity along a continuous scale where 5 = most attractive opportunity, 
4 = altractive opportunity, 3 = average opportunity, 2 = less attractive opportunity, 1 = least 
attractive opportunity. Insert your rating in the blank column next to each opportunity listed 
below. 


External Opportunities Rating 


Example: Establish a listserv for our members to share ideas 
and debate issues 


Source: Beehun, Rafik. Stratoge: Panning and Implementation for Islamic Organizations 
Py ‘©copyright NT, 2006. Al rights reserved 


Worksheet #6 
SWOT Analysis-Threats 
External Threats 


DEFINITION: External threats pose a danger to the organization, Threats can emerge 
from the introduction of substitute technologies. the introduction of new/better services: 
(oF products by competitors, new laws, or unfavorable demographic trends, 


Rate each threat along a continuous scale where 5 = major threat, 4 = less major 
threat, 3 = average threat, 2 = minor threat, 1 = very minor threat. Insert your rating in 
the blank column next to each threat listed below. 


External Threats | Rating 


Example: Islamophobia Is growing nationally and internationally 


‘Source: Beekun, Rafik Strategic Planning and Implementation for siamic Organizations 
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Worksheet #7 
Competitor Analysis 


Ft te 0 Merge Soetage Manny wd Fachtaton manga, Nana 2003, 24:28) 


1. Name and location of competitor organization. 


2. Rationale for considering it as a competitor (check all boxes that apply): 
1B Targets the same customer group oF niche 
1B Provides the same or similar products or services 
© Provides similar benefits 
© Uses similar marketing andlor pricing strategy 
Uses similar distribution outlets or channels 
2 Uses similar financing strategy for customers 
© Any other reason? Please list here. 


3, What does our product or service offer that our competitor does not? 
4, What does our product or service lack that our compatitor provides? 


5. Is there room for you and your competitor(s) in this niche or industry? 


6. Do you wish to compete? if so, how? Note that Islam encourages competition, as 
long as it follows Islam's ethical principles. For more information, see the book 
Islamic Business Ethics. 


‘Source’ Beekun, Rafik, Strategic Planning and implementation for Islamic Organizations. 
a ©Copynght: IT, 2006, All rights reserved. 


Worksheet #8 
Vision Statement 


Write your vision statement (i... an idealized, future state that your organization is 
aiming towards). Please, remember that an organization's vision Is broader than its 
mission statement and is very long-term oriented. It's typically short and concise. 


‘* Will it inspire and galvanize your organization's members and extern: 
stakeholders? The words you use must inspire and motivate, 


* Is ita shor. positive, and vibrant statement? 


* Can everyone memorize it? 


Source: Beskun, Rafik. Strategic Planning and implementation for Islamic Organizations 


©Copyright: INT, 2006, All nghts reserved m 


Worksheet #9 
Mission Statement 


\Wiite your mission statement. A mission statement can range from one sentence 10 several 
paragraphs states why the crganization exists and what t hopes to aacompiish now in onder to 
achieve the ergantzaiion's vision. Use an aditonal sheet of paper f necessary 


* Does it explain the purpose or raison d'étre of your organization? 


* Does it describe to whom you are providing your services or products? 


* Does & delineate how distincive your service or product is and why your target cus- 
emer group should want to deal with you instead of your competiior? 


* Does it describe your geographical domain? 
(This may sometimes be necessary for a local or regional organization.) 


” Source: Beekun, Rafik. Strategic Planning and Implementation for Islamic Organizations, 
©Copyright: INT, 2008. All nights reserved. 
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Worksheet #10 
Statement of Philosophy or Values 


Write your values statement Use additional sheets, if necessary: 


© Does it reflect what is expected of your organization's participants when 
they act on the organization's behalf? 


* Does it characterize how your organization wishes to be portrayed to both 
Its internal and external stakeholders? 


© Are these values congruent with an Istamic organizational culture? 


Source! Beekun, Rafi Stratagic Planning and Implementation for (slamic Organizations 
© Conynght: MIT, 2008, All nights reserved m 


Worksheet #11 
Strategic Goals or Priorities 


Fill out one worksheet for each strategic goal. State the goal: 


Goal checklist: 
'* Does this goal fit our mission, vision, and/or statement of philosophy and values? 


'* Does it take into account our organizational strengths and opportunities, weak- 
nesses and threats? 


'* What is its ranking in comparison to other strategic goals? 


* Does it help us maximize value to our stakehokiers? 


‘Add additional stakeholders, as needed. 


Stakeholder | Does it maximize value for this stakeholder? How? 
Customers 
Employees 
‘Stockholders 
Community 


Source: Beekun, Rafik. Strategic Planning and implementation for islamic Orgarezations 
™ ©Copyright: INT, 2006. All nights reserved 


Worksheet #12 
Strategies 
Fil out one worksheet for each strategy associated with a specific goal. Strategies describe 


how the mission and its associated goals wil be achieved. State the strategy or strategies for 
‘each goal 


Goal 


Strategies 


Strategy checklist 


© Does this strategy fit our mission, vision, statement of philosophy and values, and 
‘goals? 


[1 Does It take into account our organizational strengths and opportunities, weak- 
nesses and threats? 


3 Does it fi in with other strategies being used for the same goal, or will it hamper their 
implementation? 


© Does it fit in with the organization's overall strategy, or will It hamper its imple- 
‘mentation? 


‘Source: Beehun, Rafik. Strategie Planning and implementation for Isiamic Orpanrzations 
‘© Copyright: IT, 2006. Al nghts reserved. 5 
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APPENDIX B 


SAMPLE STRATEGIC PLANS 
AND CASE EXAMPLES 


CASE #1 
Global Foundation for People Living with WFS' 
(A Fictitious Example) 


A THREE-YEAR STRATEGIC PLAN: 2005 TO 2008 
VISION: A permanent cure for WFS 


MISSION: To Improve the quality of life for WES sufferers by restoring and maintaining their 
dignity. 


GOAL 1: To reduce the level of prejudice directed toward people affected by WFS in devel- 
‘oping countries 


STRATEGY 1.1: Use the media effectively to reach the community-atarge 
LONG-TERM OBJECTIVE 1.1: Reduce prejudice against people living with WFS by 
the community-at-targe by reaching 500,000 people with public service announcements 
within the next 2 years. 


TARGET 1.1: Cooperate with NATION TV to develop and broadcast a multimedia 
‘campaign within the next 6 months on living @ productive and positive life with WFS, 


STRATEGY 1,2: implement community activism programs for both in-school and out. 
of-schaol youth in Greater Qurazu. 


LONG-TERM OBJECTIVE 1.2: Involve 3,000 14-17-year-olds in programs promoting 
humanitarian help and respect for WFS victims over the next 2 years. 


TARGET 1.2: Establish a "Good Samaritan" program among 14-17-year-olds in Greater 
Qurazu within a year. 
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CASE #2 
The Islamic Center of Long Island? 
Website: www. ticli.com 


“UNITY WITH DIVERSITY" 


A HISTORY OF CHALLENGES 


This community started out with only three people praying in the basement of a private 
house. Now, their community numbers at least 5,000 individuals. In addition, they have 
grown Into one of the most dynamic Islamic centers in North America, Their center was 
‘completed by the grace of Allah, despite a lack of money and the surrounding communi- 
{Y's initial apposition, 

Challenges faced the center's founders before the construction even started. In 
February 1988, 90 of the neighboring residents in Westbury asked the town not to grant a 
building permit. Thanks to Allah, the mosque's leaders pursued their vision. For exampl 
they invited their concemed neighbors to participate in the planning process and educated 
them about Islam, They participated in public meetings held by the town and maintained 
‘an ongoing dialogue with the Central Westbury Civic Association. Eventually, after con- 
‘cems about parking congestion and other issues were allayed, the permission to build a 
7,000 square-foot building without a minaret was granted in July 1989, 

‘As construction was about to start, 3 new problem came up. A Muslim engineer agreed 
to Supervise the construction, but the construction fim chosen to build the mosque was not 
‘Muslim. Again, the resulting concerns on the part of some Muslims were dealt with by seek- 
‘ng various fatwas for clarification 

During its construction, the center faced a financial crisis. Although the estimated costs 
Were projected to be more than $1 million, $200,000 was available. Given that Islam 
prohibits dealing with interest, no interest-bearing loans could be sought from banks. AS a 
result, the center was forced to bulld only what it could pay for and to raise funds from the 
‘Long Island Muslim community for the rest 

‘Another major hurdle occurred after obtaining a temporary certificate of occupancy and 
‘opening the facility for Friday prayers: The Westbury building inspector “closed” the facili 
ty due to "code" violations. However. she was so positively influenced by her interaction 
with the community that she embraced Islam and became one of the community's leading 
advocates. On February 8, 1998, the center's permanent certificate of occupancy was 
approved. 
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‘After nine years of deliberation among brothers and sisters from the community and 
three years of construction, the Islamic Center of Long Island (ICL) finally opened in 
time for Ramadan. It was the first masque on Long Isiand built expressly to serve as 
‘@ mosque, as opposed to being a building or home remodeled for that purpose. Final 
costs totaled about $2 milion. Although most of the center's founders originally came 
from South Asia, it now has a very diverse group of attendees. Moreover, its architec 
ture is designed to reflect this diversity 
INSTITUTIONALIZATION 
ICLI was incorporated as a non-profit entity in April 1982 (Rajab 1402) under the pro- 
visions of the religious corporation law. Over a period of two to three years, the core 
founding group developed a set of rules and regulations. Since few members had any 
previous experience in mosque management, they decided to follow the Qur'an and 
the Sunnah in writing the center's by-laws, They also established an administrative 
structure to ensure its continued smooth operation. This combination of structure and 
by-laws served the growing community well during later unexpected and turbulent sit- 
vations. 

‘After the center was built, ICLI's members faced @ major issue: What role it would 
play in Nassau, Long Island where more than one-half of its estimated 1.2 million 
inhabitants are Catholics and about one-fourth are Jewish, while Muslims were esti- 
‘mated to number no more than a few thousand, This exploration and definition of 
ICLI's raison d'étre and future direction was dealt with in a systematic manner in April 
2004: The center's leaders developed a strategic plan, parts of which have been used 
throughout this book. It is now described in detail 


To be a center of excellence for developing and sustaining a progressive, vibrant 
Islamic community and @ nurturing environment for the socety at large, 


To serve and engage Muslims by promoting the progressive values and teachings of 
Islam, and to advocate interfaith harmony in a multicultural environment in accordance 
with the Qur'an and Sunnah. 


GOALS (in order of priority): 


+ Strengthen Islamic educational programs 
*+ Focus on young adults 

+ Provide spiritual guidance and consultation 
+ Involve youth 
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+ Project Islam in a positive manner through outreach activities 
+ Formalize infrastructure and the governance process 
+ Build a social support program 
* Develop a sound financial base for ICL. 
After these goals were developed, several task forces were put together to outline explicit 
strategies and objectives for accomplishing them. 
‘One Year Follow-up in 2005 
In April 2005, ICL! assessed the progress made in implementing its strategic plan, Here is 
‘what its members had accomplished: 
Goal 1: Strengthen Isiamic Educational Programs ~ Chair. Sr. Laura 
* Establish a staff of qualified Sunday school teachers who would follow the currium. 
Status: Task completed with 16 qualified teachers and 3 qualified substitutes 
‘identified 
+ Streamline and strengthen the ICLI education committee, Status: Task completed 
with regular updates and upgrades. 


Goal 2; Focus on Young Adults ~ Chair: Sr. Honda. 
+ Provide preschool services. Status: Space renovation in progress. New York Stale 
‘application is pending, and start-up date is planned for early summer 2005, 
+ Young adult gatherings. Status: Two matrimonial dinners organized, and a mecha- 
nism and a methodology were put in place and are being refined. 
* Mentoring programs. Status: No activity planned yet 


Goals 3 and 7: Provide Spintual Guidance and Consultation, and Build a Social Support 
Program ~ Chair: Dr. Kaushal 
* Identity and train counselors. Status: No progress made yet 
+ Identify professionals who can train volunteers. Status: Group has acquired deep 
‘expertise through the Domestic Harmony Committee over the past decade, but 
needs more volunteers. 
+ Advertise services via newsletter, Web, Friday and Sunday programs, Status: In 
process 


Goal 4: Involve Youth, Co-chairs: Br, Hamza and Sr. Reema 
+ Plan to link up with vanous Muslim Students’ Association has nol evolved as anti- 
pated. Status: Rethink this initiative 
+ Big Brother/Big Sister program. Status: Rethink this initiative 
+ Joint social action: blood drive/waikathon. Status: Rethink this initiative. 
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Goal 5: Project Islam in a Positive Manner through Outreach Activities. Chair: Sr. Cathy 
+ Prepare appropnate material regarding Islam and Muslims. Status: A reference 
list of books has been compiled, and an outline of organized outreach activities 
{is being shared. 
+ The revised updated website will be ready for launch by June 2005, 
+ Adraft of the ICL! brochure has been prepared and circulated for suggestions, 
+ Plan open house at ICL! quarterly. Next one is set for May 2005, 


Goal 6; Formalize infrastructure and the Governance Process. Chair: Dr. Fakiuddin 
‘+ Task force recommendations have been presented to the ICL! board, which has 
approved most of them, 
+ AGovemnance and Grievance Committee has been established to address any 
‘concems andior confiics among ICLI community members 


Goal 8: Develop a Sound Financial Base for ICL. Chair Dr. Nasir 
+ No progress report provided yet 


‘As mentioned eartier in this book, on average only about 30 percent of a strategic 
plan is implemented, Clearly, with the help of Allah, ICL! has surpassed the average in 
tho very first year of implementing its systematic strategic plan. One must also note the 
sisters! tremendous contribution to the community, because they are involved in the 
centers’ programs and activities, ICLI's sisters serve on the executive committee and 
the board of trustees ~ the center's highest policy- and decision-making bodies. 

The remainder of this short case deals with a major ICLI strength and demonstrates 
how it has been hamessed effectively 


FOCUS ON GOAL #5 AND ITS IMPLEMENTATION 
Interfaith and outreach activities have always been a distinctive core competency of 
ICLI's members, Several of their programs have eamed the center a national reputa- 
tion, This deep understanding of and working with other faith-based communities forms 
the foundation for goal #5 in ICLI's 2004 strategic plan. 
+ Outreach to Members of Other Faiths. in 1992. American Muslims and Jews 
in Dialogue (AMJID) was created with 15 members from each community, 
They met in each other's homes and began to leam about each other. Formed 
‘by Dr. Faroque Khan (current ICL! president) and Rabbi Jerome Davidson 
(Temple Beth-E's senior rabbi), AMJID has worked hard to break down the 
‘wall of ignorance separating the two faith communities. Large gatherings have 
taken place at the synagogue or the mosque for presentations on such topics 
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as “Understanding Judaism, “The Muslim American Community: Being a 
Minority in America,” or “Jerusalem: City of Three Faiths.” This deep mutual 
understanding was tremendously helpful after the 9/11 tragedy, when Muslims 
‘who had become the targets of hate and hysteria received words of support and 
‘encouragement from the Temple Beth-El community, In 2004, AMJID's activites 
were recognized with the Faith Fellowship Award, given by the Gathering of 
Light organization 

Outreach via Television. in 2003, ICLI members helped Father Tom and Rabbi 
Gellman open up their television schedule for a 10-episode series on “Our 
Muslim Neighbors.” Various topics have been covered, such as “Women in 
Islam," "Prophet Muhammad,” “Haj: The Muslim Pilgrimage,” "Ramadan," and 
“The Holy Qur'an.” This program was filmed by Telecare, a non-profit, state-of- 
the-art television and production facility belonging to the Diocese of Rockville 
Center. It reaches approximately 800,000 Catholics that are 33 years old or 
‘older. Telecare's programs are carried over another television channel that 
reaches an audience of 12 milion people. 

‘Outreach to Senior Ctizens, The Elderhostel Program is a not-for-profit organi- 
Zation that caters to 200,000 older adults each year, with over 10,000 programs 
Jin more than 80 countries and throughout the United States, After 9/11, the 
organization became concemed with “the proliferation of fear and confusion 
‘about Islam and Muslims throughout the US and the absence of easily identifi 
able resources for education about the Islamic faith."’ As a result, Elderhostel 
formed a series of programs entitled “Building Bridges to Islam.” In summer 
2004, ICL! hosted 400 Elderhostel members to a lecture by Imam Felsal Abdul 
Rauf, author of What's Right with Islam. For @ $59 Elderhostel fee, each partic- 
ipant received a copy of this book, an English-language translation of the 
‘Qur'an, an Islamic calendar, head scarves, and a Turkish takeout lunch. ICLI 
‘also created additional opportunities for Elderhostel members to leam about 
Islam and Muslims and for cultural exchange. Participants watched the Muslims 
pray Dhuhr prayer and listened to several presentations, including "Muslim 
Americans Post-8/11° and “Muslim Women They also took part in a spirited 
question-and-answer session on "Myths and Misconceptions" surrounding 
Islam. Several families provided cultural and artistic artifacts and helped to put 
together an excellent cultural exhibit. This positive experience between ICLI and 
Elderhostel has led to a number of requests from other Elderhostel alumni 
groups who are interested in having their local Islamic centers provide speakers 
for their church and social groups. A repeat program al ICL is planned for summer 
2005 
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First Annual interfaith iar Dinner Celebration. in 2005, ICL, like many other 
Islamic centers in North America, hosted an interfaith Iftar dinner with their 
friends and neighbors as guests, including clergy from other faith-based com- 
munities, the police, the FBI, and local and state politicians. At least one of the 
guests fasted the entire month in solidarity with the Muslims. During the event, 
a short speech was given about fasting’s physical and spiritual attributes. 
Nassau Partnership for Healthy Communities (NPHC). ICL! secured a grant that 
led to its being designated as one of the primary NPHC sites — a federally funded 
‘grant to help individuals in Nassau Country with no or poor access to health care, 
‘Ajoint effort with staff members from St. Francis Hospital was planned for 2005, 
Tsunam Relief. ICL members donated generously toward the tsunami relief 
‘effort, and tslamically slaughtered (qurbani) meat was distributed in designated 
areas in Indonesia, At the same time, long-term assistance programs designed 
10 support affected children and families with lost businesses are being devel- 
‘oped, In addition, ICL! is partnering with a prominent Long Island organization, 
Family and Children’s Services, in this long-term project. 

Outreach to Sisters. in March 2005, ICLI hosted a symposium on "Women and 
‘Access to Mosques.” Three sisters led the discussion. 

Outreach to "Reverts." After the initial profession of faith (shahadah) and the 
‘ensuing hugs and greetings. what happens to these new Muslims is unclear. 
ICLI has worked hard to develop an ongoing educational and social forum for 
them, 


Clearty, ICLI has faced a number of difficult issues over the years. Some of these are 
Still being worked on, stich as those dealing with family harmony, mental needs, and youth 
Involvement. Nevertheless, ICL! is a center with heart and the right intention. By the grace 
of Allah, it has come a long way since 1982. Its first year track record with the strategic 
plan already shows that it has the will and discipline to achieve its vision and mission, 
Insha Allah, 
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Akhirah 


“Alayhi (‘Alayha) 
al-Salam (as) 


Allah 


Amanah 
Amir 


‘Asabiyyah 


Du'a 
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Glossary of Islamic Terms’ 


Justice, equilibrium, and equity, This fundamental value governs all 
social behavior and forms the basis of all social dealings and legal 
frameworks. Its opposite is ulm {injustice or inequity) 


The Hereatter. 


May Allah's peace be upon him (her) 


The Creator and Sustainer of ail that exists, the Supreme Being, This 
word is unique in that it has no root form or derivative forms, 


‘Something given to someone for safekeeping; a trust. 
Aleacer 


‘A.concept according to which people put the needs of their family, 
group, oF clan ahead of the community's needs, a core social value of 
the pre-Islamic Arabs 


A religious foundation set up with charitable donations in order 10 
provide a specific benefit to the community, 


A section of the text of the Qur'an referred to as a “Verse.” It literally 
means a sign. indication or message 


Resolve 
Pledging one's allegiance to a specific person, 
The leader of the Muslim Ummah, 


Invitation: call, Refers to the duty of Muslims to invite or call others 
(both Muslims and non-Muslims) to the straight and natural path of 
Islam of submission to Allah. 


Religion; a way of life. It is most commonly used to refer to Isiam and 
the way of life that it ordains. 


A supplication or personal prayer made to Allah; invocation: 


Sewege Pe r rgncnatone NS 


Dunya 


Fi Sabil Allah 
Hadith 


thsan 


Iman 
Insha’ Allah 


Istikhara 


Jahillyyah 


Jihad 


‘The present world in which we live, as opposed to the Hereafter. 
In the way of Allah; for Allah's cause. 


Literally an account. It is most commonly used in the context of the 
‘many narrations and reports of the Prophet's actions and sayings. 


‘Anything that is permitted by the Shari'ah (Islamic law), 
‘Anything that is prohibited by the Shari ah (tstamic law) 


The Prophet's migration from Makkah to Madinah: to Jeave one's 
place of residence either for His sake or some other reason; leaving 
a bad practice in order to adopt a righteous way of life. The Islamic 
calendar begins in 622, the year in which this event occurred, 


Literally to do good or excel. One of the highest degrees of iman 
(faith) where one serves Allah as if one Is seeing Him, and if one 
cannot see Him, then He definitely sees His servant. shsan also 
means benevolence. 


A person who leads any of the five prescribed prayers; a leader (in 
general), a reputable scholar, or the leader of a Muslim country. 


Faith in the articies of faith enunciated in the Qur'an and the Sunnah. 
God willing. 


‘To submit to Allah and offer poace; the religion followed by all 
Muslims. 


Salat abistikchara Is 2 special prayer for divine guidance concerning 
dificult problem or for choosing the correct option, 


‘The pre-tsiamic stalus quo known among Muslims as the “Age of 
Ignorance (of stam)" immediately before Allah chose Muhammad 
as His messenger to the Arabs. 


Literally to struggle. “Any eamest striving in the way of Allah, involv- 

ing either personal effort, material resources, or arms for righteous- 

ness and against evil, wrongdoing, and oppression. Where It involves 
‘armed struggle, it must be for the defense of the Muslim community 

Fa just war to protect even non-Muslims from evil, oppression, and 

tyranny.” 


Khalifah 


Madinah / Yathrib 


Makkah 
Masjid 


Muslim 


Nasihah 
Niyyah 


Qur'an 


Qurbani 


(ray 


Rasul Allah 


(saw) 


Sahih 


‘Steward, vicegerent, successor. Man is referred fo in the Qur'an 
(Surat Al Bagara, 2:30) as the khalifah or steward of Allah on earth, 
“The word khalifah was used after the death of the Prophet 
‘Muhammad (p) to refer to his successor, Abu Bakr (ra), as head of 
the Muslim community, Later, it came to be accepted as the designa- 
tion for the head of the Muslim state, Anglicized as Caliph.” 


Accity in present-day Saudi Arabia where Prophet Muhammad is 
buried: the city of the Prophet 

city in present-day Saudi Arabia where the Ka'bah is located. 

A place of worship for Musiims. 

‘One who believes in the one God (Allah) and Prophet Muhammad, 
‘one who Submits to Allan's will, 

Advice. 

Intention. 


Allah's final revelation to humanity: revealed to the Prophet over 23 
years. 


The ritual sacrifice of a cow, goat or sheep. This practice onginated 
with Prophet Abraham, who was willing to sacrifice his son Isma'il 
(Ishmael) in obedience to Allah's command. This was the ultimate 
test of Prophet Abraham's faith, and he passed it successfully, The 
‘tual sacrifice of an animal is now obligatory (wajib) on those 
Muslims who have acquired a certain amount of wealth. 


Rad) Allahu ‘anu (masculine) or Radi Allahu “anha (feminine). May 
Allan be pleased with him or her. 


Messenger of Allah (Prophet Muhammad), 
Salla Allahu ‘alayhi wa Saltam, Abbreviated words of honor and saluta- 


tions attached to the name of the Holy Prophet Muhammad, May Allah 
send blessings and salutations on him, 


Literally, sound. When used in reference to a hadith, it means a 
hadith whose chain of narrators is authentic in belief, characte, 
and memory, 
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Sirah 


Shari'ah 
Shura 


Sunnah 


Lit. conduct The study of the life of the Prophet 
Literally a path. the legal system of tslam, 
The consultative process of decision making 


Literally, @ tradition or practice; the collection of the Prophet's tradi- 
tons. practices, words, actions, and what has been allowed/prohibit- 
ed by him. 


Commentary or exegesis; the science of explaining and commenting 
(on the Quran's verses. 


Piety: fear, consciousness of, and respectiawe for Allah 
Training toward selt-development: education 

‘Allah's absolute Oneness. 

‘Ablution made with dust in the absence of water. 


The global community of Muslims, imespective of color, race, 
language, nationality, or borders; the universal body of Muslims as 
4 single community 

‘An ablution with water that must be performed before the prescribed 
prayer, 

‘See Madinah 


‘The amount payable by a Muslim on his net worth as a part of his 
Feligious obligation, mainly for the benefit of the poor and the needy. 
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Quotable Quotes 

The Arabic term ‘Allah’ is the proper noun for God. It refers to the One and Only Creator, 
‘Sustainer, and Cherisher of the Universe. From the Muslim perspective, the term ‘Allah’ is 
preferable to the term ‘God’, not only because it is the proper name of God, but also 
because the term ‘Allah’ is not subject to gender or plurality (Badawi, 2001). The term 
Allah’ will be used in this book 

(p) refers to and means abbreviated words of honor and salutations attached to the name 
of Prophet Muhammad (p). These words mean: may Allah send blessings and salutations 
‘on him. This particular quote comes from Yusuf al-Qaradawi, Dawr al-Qiyam wa al-Akhlag 
fi al-iqtisad al-Islam’ (Maktabat Wahbah:1995) 

As cited in R. H. Migliore, R. E. Stevens, D. L. Loudon, and S. Williamson, Strategic 
Planning for Not-for-Profit Organizations (Binghamton, NY: The Haworth Press, 1995) 
(ra) May Allah be pleased with him or her 

Salla Allghi “Alaihi we al-Salam, Abbreviated words of honor and salutations attached to 
the name of the Holy Prophet Muhammad, These words mean: may Allah send blessings 
‘and salutations on him. 

As cited in Hisham Altalib, Training Guide for Islamic Workers (Herndon, VA: International 
Institute of islamic Thought, 1991) 


Chaptor 1 

The Qur'an is the holy book of Muslims revealed by Allah to Muhammad (p). When we refer 
to selected surahs (chapters) and ayats (verses) in it, we will use the convention xx:yy 
where x will refer to the Quranic chapter and yy will refer to the Qur'anic verse within 
that chapter, The following translation of the Qur'an was used: The Holy Qur'an: Text, 
Translation and Commentary, tr. Abdullah Yusut Ali (Beltsville, MD: Amana publications, 
1989) 

M, Marshall, ‘Is Strategic Ptanning Biblical? Looking at Leaders from Scripture’, Church 
‘Administration (Fait 2002) 

(as) is an abbreviation of ‘peace be upon him’, an honorific formuta that Muslims use when 
the name of a prophet — other than Muhammad (p) ~ is mentioned 

Attalib, Training Guide. 

‘A. Kutty, Fatwa,’ (Online at: www islamoniine net, 2002.) 

S.A Rasly, ‘The inseparable Shar’ and Tab’y Principles in Business Strategy’, (Online at 
www dinarstandard.com, 2004.) 

Ibid 

Ibid 
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Appendix B 
This fsitous case example was modeled after the case example on the webste of AIDSMAP located 
at htipwwaidsmap com 

Material for this case was generously provided by Dr. Faroque Khan. current president and 
‘one of the founders of ICLI. Other sources included material excepted from the ICL! web- 
site at www. ticll.com and from articles published about ICL! in the New York Times: * A First 
Mosque,” (Dec. 18, 1988), and "L1. Mosque Is Sign of Islam's Community Growth: A New 
House of Worship Fills Both a Social and @ Religious Void,” (February 25, 1993) 

Letter from James Moses, presidentiCEO of Elderhostel to Dr. Khan and ICLI 


Appendix © 
Based on an integration of definitions from glossaries in islamic Scholar Software, Taqwa: The 
Provision of Believers (London: Al Firdous, 1996), and Dr. Taha Jabir Al-Alwani, Ethics of 
Disagreement in islam (Hemadon, VA: Intemational institute of Islamic Thought, 1994) 
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